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JVBL Mission Statement 
The mission of the JVBL is to promote ethical and moral leadership and behavior by 
serving as a forum for ideas and the sharing of “best practices.”  It serves as a resource 
for business and institutional leaders, educators, and students concerned about values-
based leadership. The JVBL defines values-based leadership to include topics involving 
ethics in leadership, moral considerations in business decision-making, stewardship of 
our natural environment, and spirituality as a source of motivation. The Journal strives to 
publish articles that are intellectually rigorous yet of practical use to leaders, teachers, 
and entrepreneurs. In this way, the JVBL serves as a high quality, international journal 
focused on converging the practical, theoretical, and applicable ideas and experiences of 
scholars and practitioners. The JVBL provides leaders with a tool of ongoing self-critique 
and development, teachers with a resource of pedagogical support in instructing values-
based leadership to their students, and entrepreneurs with examples of conscientious 
decision-making to be emulated within their own business environs. 
Call for Papers 
The JVBL invites you to submit manuscripts for review and possible publication. The JVBL 
is dedicated to supporting people who seek to create more ethically and socially-
responsive organizations through leadership and education. The Journal publishes 
articles that provide knowledge that is intellectually well-developed and useful in 
practice. The JVBL is a peer-reviewed journal available in both electronic and print fora 
(fully digital with print-on-demand options beginning 01/01/15). The readership includes 
business leaders, government representatives, academics, and students interested in 
the study and analysis of critical issues affecting the practice of values-based leadership. 
The JVBL is dedicated to publishing articles related to: 
1. Leading with integrity, credibility, and morality;
2. Creating ethical, values-based organizations;
3. Balancing the concerns of stakeholders, consumers, labor and management, and
the environment; and
4. Teaching students how to understand their personal core values and how such
values impact organizational performance.
In addition to articles that bridge theory and practice, the JVBL is interested in book 
reviews, case studies, personal experience articles, and pedagogical papers.  If you have 
a manuscript idea that addresses facets of principled or values-based leadership, but 
you are uncertain as to its propriety to the mission of the JVBL, please contact its editor.  
While manuscript length is not a major consideration in electronic publication, we 
encourage contributions of less than 20 pages of double-spaced narrative. As the JVBL is 
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in electronic format, we especially encourage the submission of manuscripts which 
utilize visual text. Manuscripts will be acknowledged immediately upon receipt. All efforts 
will be made to complete the review process within 4-6 weeks. 
 
By submitting a paper for review for possible publication in the JVBL, the author(s) 
acknowledge that the work has not been offered to any other publication and 
additionally warrant that the work is original and does not infringe upon another’s 
copyright. If the submitted work is accepted for publication and copyright infringement 
and/or plagiarism is successfully alleged with respect to that particular work, the 
submitting author agrees to hold the JVBL harmless and indemnified against any 
resulting claims associated therewith and further commits to undertaking all appropriate 
corrective actions necessary to remedy this substantiated claim(s) of 
infringement/plagiarism. 
 
The submitting author shall provide contact information and indicate whether there are 
co-authors to be listed (specifying which one will be the primary contact). 
 
All material accepted for publication shall become the property of the JVBL and shall not 
be reprinted in another publication or be distributed without the express written consent 
by the JVBL. 
 
Review Process 
 
The JVBL seeks work that is clearly written and relevant to the Journal’s central theme, 
yet imbued with analytical and intellectual excellence. In this respect, the editorial review 
board shall consist of both leading scholars and respected high-level business leaders.  
All manuscripts undergo a two-stage review process: 
 
1) The editor and/or his or her representative will conduct a cursory review to 
determine if the manuscript is appropriate for inclusion in the JVBL by examining 
the relevance of the topic and its appeal to the Journal’s target readership. The 
editor may: a) reject the manuscript outright, b) request submission of a revised 
manuscript which will then be subject to a comprehensive in-house review, or c) 
forward the manuscript for review pursuant to the provisions of the following 
paragraph.  
2) The editor will submit the manuscript for review, editing, and formatting. Once 
reviews are returned, the editor may: a) accept the manuscript without 
modification; b) accept the document with specific changes noted; c) offer the 
author(s) the opportunity to revise and resubmit the manuscript in response to 
the reviewers’ and editors’ comments and notations; or d) reject the manuscript. 
 
3) If accepted, the editor will request a short (<100 words) bio from each author 
together with individual, high-resolution headshots in jpg format.  
 
Privacy Notice 
 
The material contained in this Journal is protected by copyright and may be replicated 
only in a manner that is consistent with JVBL’s mission, goals, and activities.  
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Commercial replication is strictly prohibited.  Prohibited uses include, but are not limited 
to, the copying, renting, leasing, selling, distributing, transmitting, or transfer of all or any 
portions of the material, or use for any other commercial and/or solicitation purposes of 
any type, or in connection with any action taken that violates the JVBL’s copyright. The 
material is not to be used for mass communications without express written consent, but 
may be downloaded for purposes of individual member use and communication.  All 
other uses are prohibited without prior written authorization from the JVBL. For any 
information concerning the appropriate use of the material, please contact JVBL editor 
Elizabeth Gingerich at 1.219.464.5044.  
Postal Information 
The Journal of Values-Based Leadership is published on-line biannually in Winter/Spring 
and Summer/Fall by the Valparaiso University Press, c/o College of Business, Valparaiso 
University, 1909 Chapel Drive, Valparaiso, Indiana 46383. All hard copies of issues 
published after July 1, 2014, will be available on a pay-to-publish basis only. Archived 
issues are still available in limited quantities. If the latter is desired, please remit the 
sum of $10.00 per copy to the Valparaiso College of Business – JVBL, and indicate 
which issue and the quantity of copies desired together with your current mailing 
address and telephone number.   
Please visit the Journal at http://www.valuesbasedleadershipjournal.com for additional 
information. 
To report a change of address, contact the Valparaiso University College of Business, 
1909 Chapel Drive, Room 207, Valparaiso University, Valparaiso, Indiana 46383, (tel): 
1.219.464.5044 or e-mail Elizabeth.Gingerich@valpo.edu.  
Article Reprint Permission 
No article may be republished in whole or in part without the written permission of the 
publisher.  Send requests to reprint in writing to Editor Elizabeth Gingerich at 1909 
Chapel Drive, Room 207, Valparaiso, Indiana 46383, Elizabeth.Gingerich@valpo.edu, 
1.219.464.5044, fax: 1.219.464.5789. 
Please remember that existing artwork or images that you may want to include in a new 
work may be protected under copyright law. The unauthorized incorporation of such 
material into your new work could be a violation of the rights of the copyright owner. 
Please be sure to obtain any permission required from the copyright owner. 
Disclaimer 
The content of all articles, reports, case studies, book reviews, and surveys contained 
herein reflect the views of its individual authors, submitters, and/or interviewees and, 
unless expressly so indicated in the text, do not necessarily represent the position of the 
Valparaiso University College of Business.  
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THE IMPERTURBABLE LEADERS – RITCH EICH 
  
oo often, leaders exhibit the behavior of adolescents instead of adults: they berate 
employees, sport temper tantrums, or use excessive and unnecessary foul 
language. This type of conduct does nothing to improve employee performance, 
customer satisfaction, or shareholder value.  In fact, it does just the opposite. 
  
Real leaders are imperturbable: they have the innate ability to remain calm in the middle 
of chaos. That ability is an all-too-often ignored skill among leaders, overshadowed by 
today’s seemingly increasing bombastic and egotistical outpourings. Imperturbable 
leaders know that keeping one's wits during the most difficult of circumstances can 
diffuse irresolvable conflict, anger, and tension, and channel it into needed, constructive 
change. 
 
Three people immediately come to mind as examples of imperturbable leaders, all of 
whom I’ve had the fortunate experience to have known and worked with: John A. 
Hannah, president of Michigan State from 1941 to 1969, Robben W. Fleming, president 
of University of Michigan from 1968 to 1978, and Carol Tomlinson Keasey, founding 
chancellor of the University of California, Merced from 1999 to 2006.  Although all three 
made an indelible mark in academia, their leadership skills are applicable to any 
industry. 
 
None had big egos. They didn’t need to be the center of attention or to make major 
speeches with great rhetorical flair. They were intelligent, yet humble — but nobody’s 
fool. They did many things quietly, but not in an underhanded way. They had very strong 
values and great fortitude rooted in their upbringings.  People naturally gravitated 
towards them. 
 
Their determination also enabled them to be transformers. Against incredible odds and 
opposition, Hannah built Michigan State from a campus of 6,000 students into a 
prestigious Big Ten university of more than 47,000.  By quietly focusing on relationships, 
he was able to procure more legislative funding for his school than other universities in 
the state. It enabled the school to grow and increase its diversity.  It is not coincidental 
that the first African-American president of a major university was at Michigan State.  
 
Under Fleming’s leadership, the University of Michigan grew to become one of the 
country’s premier and internationally respected public research universities. When 
Fleming took over, the Ann Arbor campus was at the forefront of campus unrest. His skill 
in negotiating with unmatched patience, tolerance, and reason throughout the anti-war 
and civil rights protests of the 1960s and early 1970s, without the violence and 
destruction that marred many other campuses, was nothing less than extraordinary.   
 
T 
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Tomlinson-Keasey was given the herculean task of planning, securing funding for, and 
later opening a new campus, the University of California at Merced, in the middle of 
California’s rich agricultural and culturally diverse San Joaquin Valley. With higher 
poverty levels, lower education rates, worsening air pollution, and an increasing 
medically underserved population more problematic than in any other part of California, 
a new campus was needed — one that would become a powerful economic engine for 
the valley and the state. Tomlinson-Keasey became the university’s first female to 
occupy the top spot at any UC branch. 
 
Hannah knew that many Michigan State students came from families whose incomes 
were modest at best, so he made his apartment available to a Michigan State athlete 
(before athletic scholarships were the norm). He permitted different student-athletes to 
stay rent-free in exchange for their doing routine cleaning and cooking chores.  Fleming, 
while chancellor at the University of Wisconsin, used his own money to bail out jailed 
students who were arrested for blockading a university building during a campus 
protest. Both men, guided by morality and unselfishness, took a genuine interest in their 
students’ welfare. How many university presidents do you think would act similarly 
today? 
 
Fleming spent six years in the U.S. Army in World War II, but spoke out against the 
Vietnam War and helped spearhead international projects in Nigeria, France, Germany 
and Japan. His life experiences coupled with his study of law, especially labor relations, 
helped forge his open, poised, and conciliatory approach to conflict. Fleming had a 
Lincolnesque quality. He could not be easily provoked, believing insults had to be 
endured because conflict usually presented opportunities for improvement. 
 
Tomlinson-Keasey used every bit of her indefatigable spirit, high energy stamina, and 
unwavering belief in youth to achieve her goals. Reluctant state legislators, working with 
four different gubernatorial administrations, nagging environmental issues, and a state 
budget crisis that delayed the opening of the campus by a year, confronted her at 
practically each step along the way. And so did fierce competition on the part of other UC 
campuses and the California State University (CSU) system vying for state appropriations 
and private monies, as well as often-provocative central valley pressure groups, a 
skeptical media, and formidable construction challenges. Tomlinson-Keasey envisioned 
students of immigrants, farm families, and others (often first generation college 
attendees) becoming tomorrow’s leaders in science, technology, medicine, engineering, 
and the environment as a result of the new university. 
 
In a New York Times story on the presidential leadership of U.S. colleges and universities 
that he believed no longer exists, a reporter wrote,  
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They were willing to take a stand and speak out. When was the last time you heard a 
president of a major liberals arts college or prominent university speak out about any of 
the myriad issues high on the national or international agenda like immigration, poverty, 
surveillance, world unrest, income disparity, and more?  
 
Hannah, Fleming, and Tomlinson-Keasey remained calm in the face of fierce and 
relentless criticism or confrontation. They committed to a larger goal than simply 
increasing the size of their organizations (in this case, universities). They chose to 
dedicate their lives and follow their deeply rooted principles to improving the lives of both 
students and the surrounding community.   
 
 
― Ritch K. Eich, Ph.D. 
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the previous article describes the impact of spirituality in the workplace, Eich 
notes the importance of creating an environment marked by the arts and 
measured forms of relaxation — whether in the form of comforting music, 
gardens, artwork, and/or time off from work. A reflective, calming work 
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all affected stakeholders, effective communication skills, and the infusion of 
ethics in all forms of decision-making. However, none command attention more 
than the ability to lead in a world where every eco-system is in decline and the 
health of the planet is dangerously threatened. It will be those leaders who 
understand the magnitude, science, and extreme importance of this issue who 
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modern world — must be borne from one’s inner self, a retreat to spirituality. One 
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Values Generation:  
Turning Values into Wealth 
_______________________ 
   LEON MILLER │ TALLINN UNIVERSITY 
  OF TECHNOLOGY │ TALLINN. ESTONIA 
Abstract 
Much of management behavior is focused on 
increasing benefits (usually thought of — in terms of 
Utilitarian ethics — as maximizing utility). Good, in 
terms of what increases benefits; thus, what is 
preferred by business is defined as the ability to 
motivate individuals in a way that increases desired 
outcomes (or that enhances organizational 
performance). This talent (referred to as the art of 
persuasion or the art of management) is valued 
because it facilitates achieving the desired results. 
Managers with such persuasive or motivational skills 
are highly regarded because of their ability to increase 
personal wealth, improve performance, and contribute 
to increasing stakeholder satisfaction.   
However, as was made clear by Aristotle’s socio-
economic ethics, a leader’s ability to generate higher 
levels of excellence is based on a character trait 
defined by Aristotle as magnanimous. Developing 
such a character is important because it is the key to 
enabling a person to get more of what he or she wants 
out of life and with such a character a 
manager/leader is able to motivate an organization to 
have improved performance.  This article highlights 
the dynamics that are connected with how such 
characters contribute to enhancing organizational 
performance, how an individual obtains such 
character traits, and why such characters contribute 
to the prosperity of other individuals and of society. 
Introduction 
The quest of business remains focused on gaining knowledge of what will create market 
advantages and increase material prosperity (i.e., increase profit for the business 
practitioner(s) as well as improve the economy, and hence, all of society) (Miller, 2013, 
 “There rarely is a conflict 
between a person’s strengths 
and the way that person 
performs. The two are 
complementary. But there is 
sometimes a conflict between 
a person’s values and that 
same person’s strengths. 
What one does well ̶— ̶̶̶̶even 
very well and successfully — 
may not fit with one’s value 
system. I too, many years ago, 
had to decide between what I 
was doing well and 
successfully, and my values. I 
was doing extremely well as a 
young investment banker in 
London in the mid-1930s; it 
clearly fitted my strengths. Yet 
I did not see myself making a 
contribution as an asset 
manager of any kind. People, I 
realized, were my values. And 
I saw no point in being the 
richest man in the cemetery. I 
had no money, no other job in 
a deep Depression, and no 
prospects. But I quit —and it 
was the right thing. Values, in 
other words, are and should 
be the ultimate test” 
(Drucker 2007, 153-154). 
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43-51).  Because today’s business manager is challenged with the necessity to possess 
a unique package of skills, business management experts argue that these skills must 
include certain characteristics: “Creativity and inspiration, alongside technical rationality 
… these will define effective business leadership in years to come” (Hatch, 2005, 4).  
Management theorists and experts in organizational behavior add that this quality is a 
manifestation of certain characteristics of leadership that in business terms are referred 
to as “Transformational Leadership,” “Value Centered Leadership,” and/or “Visionary 
Leadership.” These leadership types all reflect a character that has achieved some 
degree of “Self Actualization” (in Maslow’s terms), authentic being (in Eastern terms), or 
integrity (in terms of how one could interpret Aristotle) (Goble, 1970, 67).  
 
The late Steve Jobs, co-founder and CEO of Apple Computer, Inc., was considered to be a 
model of a value-centered visionary leader.  At a Stanford University presentation, Jobs 
attributed his success as follows:  “You've got to find what you love.  The only way to do 
great work is to love what you do” (Jobs, 2005, 3). Famed organizational consultant and 
motivational and inspirational speaker, (the late) Peter Drucker described such a 
leadership style as a value-centered or principled-approach to personal and professional 
success. He also believed that success in business is based on being true to one’s 
values or living a life guided by values.   
 
In some ways, such ideas are similar to what the greatest philosophers and spiritual 
leaders of history have taught (especially Confucius and Aristotle). As indicated in 
Abraham Maslow’s “Hierarchy of Needs and Self-Realization” theory, a valued-centered 
approach to success is based on the belief that people operate on one of three levels of 
development:  “Dependence, Independence, and Interdependence” (Covey 1990, 49-52 
& 185-203).  In other words, everyone progresses through life from the stage of first 
being totally dependent on others. When one reaches adulthood, the person becomes 
independent and is able to take care of him or herself. As one continues to mature, the 
person becomes interdependent which helps one to achieve a richer interpersonal life. 
 
A dependent person has not comprehended how to maintain a focus on core values and 
one’s inner self. In fact, a dependent character could benefit most from learning a value- 
centered approach to success and happiness. However, the problem with the dependent 
character is that such a person is so focused on means (i.e., instrumental values) that he 
or she overlooks (or misses out on) intrinsic values that represent the ends that the 
means are intended to obtain. Such a person is also usually very responsive to external 
stimulus (such as punishment and rewards) which hinders them from experiencing and 
appreciating the more deeply fulfilling aspects of life (they could be called superficial).  
The solution is to be value-oriented.  
 
An independent person has developed a mature character.  This person finds fulfillment 
in making decisions for him or herself.  Such a person is self-motivated thus needs less 
external or authoritarian influence.  An independent person leans toward what is called a 
Value Centered Approach to Success and Happiness (Miller, 2011, 1-3).  Such a person 
is psychologically healthy which means he or she is experiencing a stronger sense of the 
joy of life (or happiness) because such people are experiencing more of what they value 
most.  Such a rewarding life experience occurs by creating an alignment between one’s 
inner values and one’s life engagements.  The happier and more successful people in life 
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are constantly reviewing circumstances and emerging through obstacles with their 
vision, their mission in life, their values, and their ultimate goals still in focus. These 
remain the focus of what guides their actions and interactions and form the basis of the 
choices they make — thus, the consequences they experience as the result of their 
actions. 
 
However, the most enriching or rewarding life experience is reflected in the character 
and lifestyle of the interdependent person. The interdependent person has found that 
trusting one’s intuitive inner guidance provides a type of freedom. This freedom is lived 
and expressed not only in a way that is socially responsible, but also in a way that 
contributes to the welfare of society.  The interdependent person has a deep respect for 
others and relates in a way that inspires others!  This person certainly has all the traits of 
a Visionary Leader and what’s more, creates synergy in relationships. The 
interdependent person is able to help others to experience more of what they value and 
helps to bring out the best in others.  
 
The value-centered approach to success and happiness is based on a certain ethical 
stance that can be described as characteristic of a person of integrity (a well-integrated 
person and one who experiences a higher level of success and happiness). This article 
highlights the ways in which such a character contributes to enhancing organizational 
and economic performance. The following section explains how personal ethics 
contribute to success, happiness, and effective leadership. The third section analyzes 
the connection between the characteristics of the leader and how such a character 
motivates improved organizational performance. The final section stresses the fact that 
increasing value creation is recognized as the basis of generating innovation and hence, 
improved economic performance. Thus, the last section indicates the connection 
between value generation and the progressive development of society. 
 
Personal Integrity and the Traits of Effective Leadership 
 
According to Stephen Covey, a value-centered approach to being more effective as a 
person and as a professional is the ongoing process of keeping one’s vision and values 
at the forefront to serve as the guiding focus of one’s actions as well as aligning actions 
with values so that they are congruent (1989, 98). Certainly a value-centered approach 
to management is the basis of visionary leadership and reflected in the character of 
successful business practitioners.  Is it not, however, more personal than that?  It is the 
basis of what a person does in daily life to remain true to him or herself!  Have you ever 
thought that your own leadership potential is based on a quality that is developed by 
drawing from your inner convictions?  In other words, isn’t value-centered leadership the 
ability to shape inner convictions into what is experienced in one’s life activities during 
each and every day in all areas of one’s life?  It provides a vision of how to turn values 
into wealth/prosperity. 
 
There is a connection between business ethics and value-centered leadership in that a 
values approach to ethics enables the individual to discern how to maximize one’s own 
personal benefits (as a result of being an authentic person or a person of integrity) while 
contributing to improving the performance of systems over which one has 
responsibilities. Such a character (in terms of Aristotle’s ethics) experiences personal 
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well-being and contributes to increasing the welfare of others by engaging others in a 
way that enriches their lives. The ability to generate greater value, quality, and excellence 
requires that first the business practitioner must have achieved a high level of 
magnanimity (as the result of character development) which, in turn, is manifest as the 
quality of one’s actions and productions.  Society, in return, grants such characters the 
highest level of reward that it can offer (with such characters being highly esteemed). 
Business ethics — as explicated in this article — are a description of the principles 
connected with being able to portray such traits of excellence as features of one’s 
character, in one’s personal engagements, and as the basis of one’s business practices.   
 
The success in life one is hoping for begins with, and is built upon, integrity and personal 
discipline.  Can one’s success in life or business be sustainable without tapping into an 
exceptional quality that is generated by maintaining a focus on one’s inner vision and 
values?  A happy and successful life is built as an individual develops a character with 
very positive traits and has obtained knowledge and talents. Such person then has 
learned to focus one’s character and express one’s knowledge in terms of a particular 
chosen discipline or art. The inner qualities that inspire the person to develop and 
express such exceptional talent are desire, will (or willpower), passion, and vision.  These 
qualities are demonstrated in such a way that inner character becomes matured, 
reliable, and focused (in short, it becomes one’s professional character).  Most people 
would like the results, but most people cannot sustain the discipline that is necessary for 
focusing their inner will so as to obtain their most desired outcome. 
 
The admonition to adhere to such ethics — as the foundational principle for business 
interactions — becomes more convincing when it is made clear that interacting on the 
basis of such principles results in being empowered to accomplish objectives and sway 
decisions in favor of one’s desired outcome(s). Harvard University’s Business School’s 
publication Power, Influence and Persuasion describes power in this way: first, power is 
defined as having the available resources needed to accomplish one’s objectives and 
secondly, even with the resources available, certain policy decisions also need to be in 
the favor of the agent. Thus, power is the persuasive ability to impress others in such a 
way that they act or make decisions in your favor. The Harvard report states that “Force, 
control, the authoritarian style, and attempts to manipulate are all signs of insecurity 
(and a pursuit of power to compensate for that felt insecurity). In large organizations, 
especially, it is powerlessness that often creates ineffective, desultory management and 
petty, dictatorial, rules-minded managerial styles (HBS, 2006, 5). 
 
Harvard’s fundamental principles of motivation, persuasion, and leadership are tied to 
the basics of social psychology. In this manner, they support the assertions made by the 
renowned social psychologist, Eric Bernes, in his Transactional Analysis theory (i.e., the 
claim that people prefer authentic relationships or relationships with those who 
demonstrate sincerity, integrity, excellence of character, and magnanimity) (Bernes, 
1964, 18-20). 
 
Fisher and Ury (of Harvard University) published one of the most influential explanations 
of the advantages of a principled approach to business relationships which also made 
clear the role of value generation in gaining successful outcomes to business 
transactions.  Their description of the power of persuasion in their book “Getting to Yes” 
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explains the importance of creating value and the role that principles play in maximizing 
the chances of obtaining one’s desired results (but in a way that creates mutually 
satisfactory outcomes) (Fisher & Ury 2011, 18). In other words, Fisher and Ury made 
clear the role that principles and values play in increasing the chances that an agent 
obtains his or her interest. Subsequently, the significance of value creation became a 
more important factor in business activity, organizational behavior, and economic 
performance.  Fisher and Ury describe business activity from the perspective of the claim 
that being principled is the means by which one can “[o]btain what you are entitled to 
and still be [true to values]” (2011, 6).    
 
A good manager uses power to empower others, enjoys interaction, feels comfortable 
interacting with others from diverse backgrounds, and generates a desire in others for 
increased interaction.  Good managers are made, not born. Good managers have 
learned how to improve effectiveness and efficiency by adhering to certain principles 
that create good business practices.  If you have the desire and willpower, you can 
develop the type of character that is evidence of an effective manager. In other words, 
the process of reaching the highest level of happiness and success starts with one’s 
inner values and convictions then making these the basis of one’s character and 
actions. Good managers develop through a never-ending process of self-reflection, 
holistic self-development, education, training, and experience (Jago, 1982, 320). What 
shapes a student of management into a leader with charismatic power is a high degree 
of commitment, a value-centered approach to leadership, one’s inherent sense of 
intuitive insight, and some degree of passion.   
 
Value Creation and Improved Organizational Performance 
 
When asked what it is a person would like to achieve most in life, most people would say 
that happiness would be a good way of generally describing their highest aspiration.  
However, in business terms, it might be more accurate to describe what one desires 
most as success and happiness. If these basic desires were defined in ethical terms 
(e.g., in congruence with Aristotle’s ethics) they would be happiness, an increase in 
prosperity, showing evidence of making wise decisions, being respected as a trustworthy 
person of integrity, and avoiding misfortune (being fortunate or the appearance that 
things seemingly go as one is hoping). Thus, Aristotle would say that what is good in 
ethical terms would first of all be based on disciplining oneself so that one’s character is 
developed in a way that actions are aligned with one’s values and principles (and the 
outcome of one’s endeavors create more of what one values).  In this respect character 
— as a reflection of one’s values — are manifest and/or evident in one’s performance 
and relationships. In other words, good business practices (i.e., good business ethics) 
would be those that are reflected in making wise decisions that increase prosperity and 
in decisions that create more satisfactory outcomes for stakeholders. This section of the 
article explains how personal integrity (being true to oneself and one’s values) creates 
enhanced organizational performance, therefore making clear why values are 
increasingly recognized as the key to wealth production. 
 
When asked what goals the organization wants to achieve, the answer would be to 
maximize benefits (but in terms delineated by the organization’s mission, vision, and set 
of values).  When asked what the knowledge worker wants to achieve, the answer would 
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be the same (i.e., increased benefits), but usually perceived as the outcome of aligning 
personal and professional values with the organization’s mission, vision, and values.  
With such alignment, there is improvement in the performance of both the professional 
and the organization in ways that are evident as increased quality, a higher level of 
excellence, and greater effectiveness and efficiency. Thus, the major concern of 
knowledge-age managers is how to align the core values (mission) of the organization 
with those of their professionals.   
 
It should first be pointed out that a concern for the role of values (aligning those of the 
knowledge worker with those specified by the organization’s mission statement) was not 
emphasized under Frederick Taylor’s approach to management, a paradigm that 
dominated management theory until the third quarter of the last century. Taylor’s 
assertion can be summarized as the belief that workers are primarily motivated by salary 
and that authoritarian control was the basic approach to leadership (which might have 
been true when at the initial stages of the Industrial Revolution, typical employees were 
line workers who exchanged labor for a wage). However, toward the second half of the 
last century, there was a shift from the predominance of production labor and line 
workers to an increase in the number of knowledge workers (highly-skilled and highly- 
trained professional workers).      
 
Peter Drucker is considered to be the first to point out — during the third quarter of the 
last century — that the period of improving organizational performance based on the 
motivational and organizational strategies that worked during the Frederick W. Taylor era 
of scientific management was coming to an end. Drucker heralded the era of the 
knowledge worker which would demand new strategies/theories of human resource 
management, organizational behavior, and motivation. Drucker stated that creating 
highly successful and profitable organizations begins with a value-centered approach to 
motivation.  In fact, Drucker emphasized that wealth production in the knowledge-based 
economy would increasingly become a matter of value management (what heretofore 
were considered as intangibles) (Drucker, 1998, 90-92). Drucker proclaimed that 
organizations, like individuals, have core values defined as mission or vision. Thus, 
organizations, according to Drucker, are purpose-driven with the purpose being the 
intent to experience their value(s). He believed that organizational integrity creates a 
“Common vision, common understanding, and unity of direction and effort of the entire 
organization” (Drucker, 1975, 77).  
 
Values clarify the identity of the organization (the basis of what it does or how it performs 
in relationship to what it intends to do) and they specify the impact that the company — 
as a unique organizational entity — intends to make. The mission statement describes 
the organization’s identity in terms of its stated purpose for existence. In this respect, 
organizational values — as expressed in its mission statement — are also a reflection of 
its vision.  These together determine the goals of the organization as well as provide an 
understanding of what types of performances are necessary, the particular undertakings 
which must be accomplished, and the way they should be done (procedures and 
policies) in order to accomplish its mission (the means by which it intends to realize is 
values).  According to Drucker, organizational values, mission, and vision are important 
because of “The power the leader’s vision and values [have] to shape the culture and 
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working atmosphere of the organization which contributes to fulfilling the mission of the 
organization (the fundamental purpose the manager seeks to motivate the workers to 
achieve)” (2006, 11).   
 
In this respect, there is a clear connection between organizational integrity, business 
ethics, and organizational performance. Josep Lozano, in his article An Approach to 
Organizational Ethics, explains the 
interconnectivity between business ethics, 
values, and organizational performance. He 
states that in corporate terms, what is good 
is defined as what helps the organization to 
achieve its purpose(s). Those things that 
assist an organization in achieving its 
mission are called its core ethical values.  In 
the end, it takes people to put the desired 
values into effect in such a way that operations are aligned with the vision and/or 
mission of the organization.  Thus, the performance of the organization relies on the 
integrity of the organization (that is, the alignment between the mission of the 
organization and the ethics/values of its members). This means that ethics or values 
constitute the very identity of the organization and everything for which it stands 
(Lozano, 2003, 46-55).    
 
The emergence of the knowledge worker — which required a shift to an emphasis on 
values — was also accompanied by the increased demand for innovation (which also 
required new strategies for motivation). “According to a major new IBM (NYSE: IBM) 
survey of more than 1,500 Chief Executive Officers from 60 countries and 33 industries 
worldwide, chief executives believe that — more than rigor, management discipline, 
integrity or even vision — successfully navigating an increasing complex world will require 
creativity” (IBM 2010, 1). Daniel Pink, New York Times and Wall Street Journal best-
selling author, considered to be one of the top 50 most influential management thinkers 
in the world, adds to the assertion that the engineerial, mechanistic way of viewing 
organizations was giving way to what he called A Whole New Mindset (2006). By this he 
meant that the knowledge-age — with its advanced technology — has accelerated the 
pace at which innovation is demanded.   
 
This requires organizations to persistently motivate an atmosphere of creativity. In short, 
“Entrepreneurs and business leaders, anxious to stay ahead of the next wave must 
realize that the keys to the kingdom are changing hands. The future belongs to meaning 
makers, artists, inventors, designers, and big picture thinkers” (Pink, 2006, 1-2). What 
then is the secret to eliciting such performance? Harvard University Business School’s 
distinguished professor of organizational behavior, entrepreneurship, and creativity, 
Teresa Amabile, believes that creativity is a quality that can be increased when 
organizations understand and employ certain key factors related to human desire and 
human motivation.  The secret lies in creating the conditions for great inner work life 
(Amabile, 2012, 28). 
 
Improving performance by motivating the type of work culture or atmosphere that sparks 
creativity is increasingly a matter of individualizing motivational strategies so that the 
“Organizations have to have values. But so do 
people. To be effective in an organization, one’s 
own values must be compatible with the 
organization’s values. They do not need to be the 
same. But they must be close enough so that they 
can coexist” (Drucker, 2007, 153). 
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individual knowledge worker’s values (i.e., his or her primary interests) can be aligned 
with the values of the organization and those of the stakeholder(s).  
 
Steve Jobs once remarked, “The only thing that works is management by values. Find 
people who are competent and really bright, but more importantly, people who care 
exactly about the same thing you care about” (Sunley,  2011, 1).  By being careful to hire 
professionals whose values and ambitions align with the goals of the organization, a 
good manager is able to bring out the best in others in ways that help others experience 
what he or she is hoping to experience and become what he or she is hoping to become. 
In working with groups in various settings on this topic, I often ask the question, “They 
are your cherished values; why should others commit themselves to helping you fulfill 
them?” Of course the answer is that your talent lies in bringing out the best in others and 
your knowledge of current motivational strategies assures that you are careful to align 
the ambitions of the worker with the mission and vision of the organization. It begins with 
your values and character which determines how you relate to others. It ends with 
achieving your desired outcome, motivating others to full commitment and achievement, 
and increasing organizational performance.  As has been stated many times, the secret 
of leadership is charisma and the secret of charisma is passion, vision, and excellent 
communication skills.   
 
Dr. Robert Rue emphasizes that: “Values are the essence of who we are as human 
beings:  values help a person select the work he or she does and the company the 
person works for. Values influence every act and move one makes, even to the point of 
personal choices and decisions” (Rue, 2001, 12).  Thus, they play an important part in 
one’s professional life and professional success. Consequently, if the person is the 
manager of an organization, his or her values will play an important part in the 
performance of the organization. When an individual has a personal and professional 
commitment to align personal values with those of the organization he or she works for, 
a powerful connection is created. This connection creates numerous possibilities for 
both individual growth and company productivity. 
 
In a Harvard Business Review article entitled “Managing Oneself,” Drucker proclaimed 
that “Success in the knowledge economy comes to those who know themselves — their 
strengths, their values, and how they best perform” (1999, 2).  Such professionals are 
self-motivated to contribute something meaningful to their profession, invent something 
that will make a historical mark on their profession, or otherwise be known and 
respected for their professional skills.  It was on the basis of this fact that P. Collins 
proclaimed that spending money on outdated strategies for motivating the knowledge 
worker is a waste of time and money. He asserted that the key to motivation is not only 
visionary leadership, but creating an atmosphere of creativity and getting the right 
people who share a value commitment and vision (Collins, 2001, 74).    
 
Studies in organizational behavior provide empirical evidence that “Beyond a certain 
threshold, pay ceases to be the most important, and higher needs prevail” (Mitroff & 
Denton, 1999, 85). With the shift from a reward and punishment approach to motivation 
(Behaviorism) to approaches based on Humanistic and Positive Psychologies, human 
resource managers find that the higher the level of commitment, the higher the level of 
performance. But, according to Jeffrey Pfeffer, enhanced performance is a matter of both the 
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values of the organization (organizational values, mission, and culture) and the values of the 
worker (2003, 30).  Today’s professional makes less of a separation between the self and the 
work (compared to manual laborers of the Taylor era).  Professionals are looking for 
opportunities to fully develop themselves and they are looking for work that is meaningful. 
“Leaving a part of oneself at the doorway to work every day is quite effortful, and at times, 
stressful. Trying to compel people to be different from who they are on the job is not only 
stressful and uses energy, it essentially sends a message that who people really are is not what 
the organization wants or desires on the job” (Pfeffer,  2003, 32). 
  
A Value-based Approach to Improved Economic Performance 
 
This section of the article argues that the concept of value is necessarily expanding from 
the narrow conception of the established value in use and value in exchange theories to 
accommodate a more inclusive use and exchange perspective on market activity that is 
a better fit with the knowledge-age service economy — e.g., the technological age 
economy, the networked economy, the concept of the learning organization and society, 
recognition of the need to reassess the concept of organizational value assets to 
account for intangibles, and the recognition that knowledge is one of the most important 
value assets. Thus, professionals (knowledge workers) are no longer merely considered 
to be an expense, but are increasingly regarded as an important, wealth-generating 
aspect of organizational assets.  During the Industrial Revolution and up to the middle of 
the 20th century, value was considered to be created sequentially by the production 
process but would depreciate once the customer began engaging with the product (e.g., 
the purchase of a car is a good example of product depreciation).  Christian Grönroos 
and Päivi Voima, in their article Making Sense of Value Creation and Co-creation, 
describe the past as oriented toward value delivery (value in production delivered to the 
customer who decided if it is worth the cost) (Grönroos & Voima, 2013, 135).  
 
The knowledge-based service economy has brought about a shift from the sequential 
view of value creation with machines (production lines) considered to be the primary 
producers of wealth by means of delivering goods to society.  This prior notion has given 
way to an expanded, socially-oriented theoretical perspective on prosperity where 
production does not flow in a sequential process from the company to the consumer, but 
involves more interaction between stakeholders and the company resulting in co-created 
value.  Generating wealth is no longer merely thought of as creating relative advantage 
for individuals and shareholders, but now includes a process of co-creating value for 
society with prosperity being defined as increasing stakeholder benefits.   
 
In 1985, Karl Albrecht and Ron Zemke announced a shift in perspectives on value 
creation when they proclaimed, “Call it what you will, the fact remains that we live in an 
America, perhaps in a world and time, dominated by industries that perform rather than 
produce. For the first time in history white-collar workers — in technical, managerial, and 
clerical positions — outnumbered blue-collar workers” (Albrecht & Zemke, 1985, 1). They 
refer to this as a new service economy which they proclaim is not only creating new 
working conditions and relations, but a new way of thinking about society. The co-
production of value is considered to be an innovative adjustment to what Albrecht and 
Zemke herald as the emergence of a new economic value orientation. The service 
economy is accompanied by a new notion of organizational structure and production 
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plus a new notion of the market and the nature of exchange. This is resulting in a 
concurrent shift in economic value theory that allows for extending and/or expanding the 
concept of value without altering the basic use value and exchange value concepts of 
classical economics (which can be traced back to the very foundation of Western 
economic theory).  However, expanding the concept allows for a more fruitful inclusion of 
the value perspective of the broader social sciences (with economic philosophy as 
essentially one aspect of social theory although often considered as holding the position 
of The Queen of the Social Sciences).   
 
Theorists analyzing the new service economy point out that its accompanying concept of 
the co-creation of value reflects the value in use economic theory that can traced back to 
Adam Smith (Smith 2011, 42).  However, to understand the evolution of the economic 
value theory, one must follow its development back to Aristotle and his understanding of 
value in use (Aristotle is considered the first economic theorist of Western Civilization 
and could very well be described as the first theorist of normative economics/business 
ethics). For Aristotle, the aim of economic activity is achieving the good life (eudaimonia) 
which he understood — in the economic sense — as entailing certain values that 
encompass three value domains: the first and foremost value domain includes well-
being and flourishing (in both a personal and social sense); the second involves 
economic value creation which he believed can be defined as activity that creates an 
increase in prosperity for individuals and society; and the third domain economic activity 
is understood to involve the endeavor to satisfy human wants and needs by means of an 
appropriate relationship with the natural order.  In this, Aristotle’s economic value theory 
reflects a perspective on the co-creation of value that he conceived of as involving a 
dialectic process that rational economic actors engage in to create the good life; the 
good life is achieved by pursuing economic activity on the basis of each of the above 
listed value domains.  In Nicomachean Ethics, Aristotle described the co-creation 
process as a system based on “[s]ocial relations, both in living together and in 
participating in discussions and actions” (endoxa and/or en de tais homiliais kai tōi 
suzēn kai logōn kai pragmatōn koinōnein) (Aristotle 2004, 75 & 120 [1126:b & 1154b]).  
Aristotle started his detailed explanation of value in use with a reference to the order of 
nature (1959, 39 [book 1. iii: 10]). This reflects his claim that consideration of natural 
law is an important aspect of conceptions of the ethics of political economy. Thus, he 
conceived of normative economics as entailing activity that enhances human existence 
by means of the three value domains (i.e., the individual, the social, and the 
environmental).  It can be argued that Aristotle — noted for offering an excellent strategy 
for reconciling self-interest and the common good — proposed social economics as a 
strategy for increasing wealth in a way in which individual capabilities and functionings 
are developed to their full potential by means of economic activity that promotes 
freedom (Sen, 188, 74-75 & 288-289). Aristotle argued that value co-creation does play 
a part in shaping the good life for the individual and society by promoting a multi-level 
approach to individual well-being and collective prosperity as well as a holistic approach 
to human existence which is inclusive of outlook that requires having an appropriate 
relationship with the natural order (Aristotle, 1959, 9-13, [I. 1: 8-30]).   
 
The remainder of this article will explain the significance that Aristotle’s value domains 
have for improving economic performance by means of value co-creation (Aristotle’s 
 VOLUME VIII • ISSUE I • WINTER/SPRING 2015 
 
 
 
 
 
 
22 
L
E
A
D
E
R
S
H
IP
  
business ethics, his conception of political economy, and his understanding of how to 
reconcile moral individualism with social economics).  From the outset, it must be kept in 
mind that Aristotle believed that “Wealth is clearly not the good we are seeking, since it 
is merely a means [to an end] for getting something else. One would be better off seeing 
as ends the things mentioned before, because they are valued for themselves” (2004, 7 
[I:5]). Proponents of the co-creation of value argue — in line with Aristotle — that 
economics is a human activity that works best when undertaken in a way that promotes 
and protects freedom: freedom of conscious, freedom of association, and the right 
individuals have to pursue what they believe is in their best interest. Nobel Prize winner 
Amartya Sen (in his description of the connection between economics and freedom) 
states that Adam Smith conceived of economics as a means by which individual well-
being, social prosperity, and liberal freedom would result from “An enlightened 
understanding of the need for mutually beneficial behavior” (Sen, 1999, 261-263).   
 
The Nobel Prize winning economist Friedrich Hayek explained how to gain the power 
(ability) to engage in one’s professional activity in a way that increases personal, 
organizational, and economic benefits in his explanation of the relationship between the 
Individual and the Economic Order. Hayek asserts, in accordance with Adam Smith, that 
when individuals are given the freedom to openly and honestly act on the basis of their 
convictions, choice, and motives [values], it will result in contributing as much as 
possible to the needs of all others (1980, 7 & 13; see also Staveren, 2001, 27-29 & 96).  
Hayek became a champion of liberty by proclaiming that the personal, social, and 
economic value we are hoping most to create are achieved when individuals are enabled 
to act freely and honestly in accordance with what this article refers to as key value 
domains. 
 
“Indeed, the origin of economics was significantly motivated by the need to study the 
assessment of, and causal influences on, the opportunities that people have for good 
living. [Thus,] the foundational approach to valuation [demands] focusing on … freedom 
rather just on income or wealth” (Sen, 1999, 24).  Freedom — what Hayek considered to 
be a higher value for both individuals and for society — is the outcome of keeping a focus 
on the true value end of personal, professional, and social (economic) pursuits (2007, 
125). In this respect, there is a clear connection between personal value choices, one’s 
happiness, the welfare of society, and the aim of economic activity for a liberal society 
which all require allotting values their due place (Hayek, 2007, 101). Thus, individuals 
making professional decisions that are in line with their ultimate value preferences are 
empowered in a way that improves their own personal well-being while acting to enhance 
social flourishing (Hayek, 2007, 102 & 91-105).   
 
Globally-renowned management and human resource specialist, David Ulrich, points out 
that today, success is thought of in terms of an ability to make use of the wealth- 
generating potential of value creation. Ulrich argues that success is a matter of turning 
internal value inclinations into abundance or “turning internal capabilities into external 
value” (Ulrich & Ulrich, 2010, 23-24).  Ulrich continues to stress that “Individuals [who] 
coordinate their aspirations and actions to create meaning for themselves [also create] 
value for stakeholders and hope for humanity at large” (2010, 24). Thus, value has been 
increasingly recognized as a resource asset (tacit and/or explicit) that is an inherent 
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aspect of the value assets of the professional. However, the professional’s inherent 
value assets result in increased profitability for the company when both the worker and 
the organization understand the significance of personal values and the role they play in 
generating increased excellence and quality.  
 
David Ulrich makes a similar claim in his explanation of how to achieve a complementary 
connection between one’s strengths and one’s performance (what he refers to as 
“signature strengths”). “Signature strengths are grounded in the moral values we 
espouse [and] the virtues we cherish (i.e., our deepest personal values). When 
employees’ signature strengths intersect with the signature capabilities of their 
workplaces, there is a seamless fit. People find [that] a sense of meaning [creates] 
abundance when they are in an organization where they fit and feel valued for doing 
exactly what they do well” (Ulrich & Ulrich, 2010, 55-73). 
 
It can be argued that the theoretical forerunner of the social benefits of the value co-
creation concept was established by Critical Theorists who were attempting to reconcile 
the dichotomy between the utility-maximizing efforts of the powerful elite and the effort 
of the general public to produce value outcomes that reflect a complementary 
connection between economic and social value strategies while concomitantly not 
violating the principles of Liberalism that promote freedom and mutuality. Berger and 
Luckmann (1967) and Anthony Giddens were foremost in proposing that knowledge is 
not only a new form of wealth generation, but a means of empowerment that can be 
used by agents in a Constructivist process to co-create more of what they mutually find 
valuable, beneficial, satisfactory, and enriching.      
  
Anthony Giddens asserts that information can be employed in a way that empowers 
agents (who engage in a Constructivist process) enabling them to produce what he calls 
mutual knowledge. Knowledge (power) in this sense is a “Resource (focused via 
signification and legitimation) [that creates] structured properties of social systems, 
drawn upon and reproduced by knowledgeable agents in the course of interaction” 
(Giddens, 1986, 4 &15). That is to say that for Giddens, social reality is created by 
agents at multi levels interacting together to co-create the good life. At the same time, as 
a Critical Theorist, Giddens recognizes that there are three dimensions of social systems 
that those engaging in the co-creation of value are challenged by (in the sense that they 
must be reconciled if the outcome of value creation is to be beneficial economically and 
socially). The three dimensions are: the power structure of a society, the legitimizing or 
normative aspect of social interaction, and the meaning dimension of society (1986, 23-
34).  In other words, Giddens stresses the tension between the value theory preferred by 
the general public and the utilitarian relative advantage value theory that too often is the 
business ethics practiced by power mongers.   
 
Critical Theorists point out that the inability to reconcile the “power over” (or dominance 
notion of power primarily evident in Economic Realism with the Perpetual Peace and 
Equal Rights ideals of Economic Liberalism) was the cause of 20th century becoming 
Europe’s most painful and destructive century (with catastrophic consequences for the 
entire world).  In this respect, the co-creation of value theory is an attempt to reconcile 
the problematic dichotomy between those who pursue power — and conceive of 
economics — in the conventional sense (positive economics, materialism, and value 
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tangibles) with those who conceive of empowerment (power produced as a result of 
engaging in a Constructivist inquiry including cultural/traditional values, normative 
economics, ethics, and value intangibles). According to Hayek, assuring an increase in 
social value requires integrating the market’s established emphasis on tangibles with 
inclusiveness of concerns about social welfare. The “social goal” or “common purpose” 
for which society is to be organized is usually vaguely described as the “common good,” 
the “general welfare,” or the “general interest” (2007, 100).  
 
Joseph Schumpeter was foremost in proposing the idea that there is a connection 
between value creation and the creation of social value. He challenged classical 
economics by criticizing their theoretical/methodological limitations by claiming that 
strategies for the development, prosperity, and progression of society work best when 
economic strategies are developed from the perspective of the sociology of enterprise 
because the social enterprise “extends to the structure and the very foundations of any 
given society. Therefore, the sociology of enterprise reaches much further than is implied 
in questions concerning the conditions [of] produc[tion]” (1947, 158).  In this respect, 
Schumpeter recognized the significance of creativity not only in terms of its value for 
innovation and wealth production, but also the social benefits that value creations 
produce. He stressed that the creative response progresses the social and economic 
situation with the fruits of the progress involved handed to consumers and workers 
(Schumpeter, 1947, 150 & 155).  In this respect, he asserted that the social significance 
of value creation lies in the satisfaction of the customer (Schumpeter, 1939, 67). 
 
Schumpeter claimed that the ultimate motivation of the entrepreneurial, creative type is 
the desire to be true to his or her own person. To be true to oneself (despite the fact that 
it calls for breaking away from the norm) results in innovation, improved economic 
activity, and social progress (2009, 261; see also 2012, 6-9). Schumpeter, noted for 
introducing the concept “methodological individualism,” was also trained in the Austrian 
tradition, thus reflecting Hayek’s sentiments for protecting/promoting individual liberty. It 
is in this respect that Schumpeter asserted that the entrepreneur (the creative visionary) 
draws from the power of his or her convictions to create innovative benefits for the 
society and the economy (1947, 150).  
 
He, as well, applies this notion to the consumer whom he believes does not typically act 
in accordance with rational choice as Utilitarians believe, by arguing that human choice 
is motivated by personal convictions — the value one assigns to things to which he or she 
finds meaningful — as well as to individual volition (Schumpeter, 2003, 257-259). “The 
fact, hidden from the Utilitarian because of the narrowness of his outlook on the world of 
human valuations, will introduce rifts on questions of principle which cannot be 
reconciled by rational argument because ultimate values — our conception of what life 
and what values should be — are beyond the range of mere logic” (Schumpeter, 2003, 
144). 
 
The practice of value co-creation contributes to improvement in the performance of 
professionals and organizations as well as improvement in the performance of the 
overall economy by integrating innovation-generating strategies with normative principles 
for increasing stakeholder value. Social and economic value concerns are integrated by 
means of a Constructivist type dialogue between the market and the public that unites 
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the two in a more unified concern.  Harvard University Professors Michael E. Porter (a six-
time McKinsey Award winner) and Mark R. Kramer report that the co-creation of value 
represents an opportunistic “transformation of business thinking. [It represents] a new 
way to achieve economic success [by] creating economic value in a way that also creates 
value for society by addressing its needs and challenges” (Porter & Kramer, 2011, 4).  In 
this respect, the value creation perspective on what improves social and economic 
conditions contradicts Adam Smith’s proposal that material excess would increase the 
wealth of nations (which placed the emphasis on the exchange value of productions).    
 
John Dewey imagined that the movement toward the co-creation of value would result in 
expanding the notion of benefit from self-interest utility maximization to overall social 
benefit.  Determining value, according to Dewey, is not the exclusive domain of a sole 
discipline (e.g., economic value theory) but, based on his Pragmatist conviction, Dewey 
would say that determining value is subject to the process of open inquiry. Thus, for 
Dewey, value creation results from a process of engaging constructively to co-create 
value which is indispensable to obtaining the desired outcome. If an increase in value 
(i.e., quality) is intended to be the final outcome, then the process must consist of an 
effort to create beneficial and satisfactory value for all stakeholders.  
 
Because of the power-enhancing capabilities of technology, because of the ontological, 
teleological, and axiological significance of its applications, and because of the way it is 
shaping the global landscape, its application to social experience and to the environment 
are related to many of the ethical issues the world is confronted with today (Mason 
1995, 55). Products, services, and industries that were once separate have now become 
integrated meaning that traditional sector boundaries are broken down. The market 
itself has become an interaction and transaction network where the creation of 
economic value does not happen solely within a corporation, but occurs in networks 
between people, systems, and organizations.   
 
Pine and Gilmore predict that the power of digitization to create a globally-networked 
system of interactions will move humanity deeper into the experience economy where 
consumers will demand that their most meaningful and purposeful life experiences will 
be integrated into the world of commerce (Pine & Gilmore, 2011, 242). This means that 
market interests will inevitably be integrated with the ontological and axiological interest 
of the global public which will move the individual and the organization closer toward 
becoming co-producers of the global future (Mermiri, 2009, 75). The vision is of a future 
where the stakeholder and organization interact in such a way that the best interests of 
both are realized as the maximization of benefits. University of California at Berkeley 
professor emeritus (and the chief economist at Google) Hal Ronald Varian announced at 
the early stages of the 21st century (in a New York Times article entitled A New Economy 
With No New Economics) that there has been no corresponding development in 
economic philosophy to match the shift that society has made into a new economy 
(2002, Sec. C2, Bus.).  
 
The prestigious economist Michel Camdessus (formerly the longest-running managing 
director of the IMF) states that such values and normative principles must be derived 
from our deepest and most cherished values. They must “call for a development at the 
deepest level of consciousness of all the peoples of the world, of that still undeveloped 
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sense of the universal [the global sense] which is the only source of the urgency that will 
open the eyes of the political and economic decision-makers to their responsibilities as 
leaders of a world on the road to unification” (King, 2002, 28).  
 
These global ethical concerns have teleological and ontological implications that involve 
the whole of humanity as they are directly related to what it means to experience the 
good life (to personally experience integral being plus to be better-integrated with each 
other and with the environment). Anil Gupta and Vijay Govindarajan point out that this is 
increasingly demanding; along with their everyday concerns, individuals, leaders, and 
managers must cultivate a global mindset to effectively manage the teleological 
challenge to respectfully distinguish, synthesize, and integrate the ultimate values of 
individuals and cultures into productions of what has ultimate meaning for the world’s 
people (Gupta & Govindarajan, 2002, 117-118). 
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Introduction: About Jaipur Rugs Company and Nand Kishore Chaudhary 
 
Jaipur Rugs Company (JRC) is India’s largest manufacturer and exporter of hand-made 
carpets. JRC has a unique socio-economic business model wherein the firm connects 
weavers from rural India to consumers in the global markets. The company was founded 
by Mr. Nand Kishore Chaudhary (NKC) in 1978, with just 2 looms and 9 weavers. As of 
2014, JRC had a network of more than 40,000 artisans manufacturing rugs for 
consumers in over 40 countries. Nearly 80% of JRC’s artisans are women from the lower 
society-dubbed “castes,” with no formal education.  
 
Nand Kishore Chaudhary, 
Founder, Chairman, and 
Managing Director,  
Jaipur Rugs Company 
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NKC has not only provided sustainable employment to villagers, but has also 
revolutionized the rugs industry in India by totally eliminating middlemen and 
contractors, and by abolishing the draconian usage of child labour and bonded labour, 
both rampant in India’s unorganized rug-weaving industry. JRC’s innovative door-step 
delivery model allows artisans to earn a sustainable livelihood without requiring them to 
move out of their homes. Training, loom set up, supply of raw materials, dissemination of 
finished products, and receipt of payments are all made at the doorstep — directly to the 
artisans. In addition to the livelihood that the artisans generate, JRC also runs literacy 
programs, free healthcare camps, and helps link artisans with government programs. In 
a new initiative, JRC has begun to train disabled people; in fact, the firm is likely to 
become the largest employer of people with disabilities in India within the next 3 to 5 
years. 
 
Over the past 35 years, NKC worked tirelessly towards complete and holistic 
development of the most downtrodden section of Indian society. His efforts have been 
recognized world-over, by both management scholars and nation-states. He is a regular 
speaker at conferences and business schools, including the prestigious Confederation of 
Indian Industry (CII) and the Harvard Business School. He has been the recipient of 
several prestigious awards including the NASSCOM Social Innovation Honours 2014, 
IndiaMart Leaders of Tomorrow 2013, Bihar Innovation Forum Award, Times of India 
Social Impact Award 2012, Karmaveer Puraskar 2012, Business Gaurav SME Award 
2012, Ernst & Young Entrepreneur of the Year Award Start Up 2010, Distinguished 
Entrepreneurship Award 2010, Best SME for CSR 2009, and several awards for business 
excellence. 
 
NKC receiving the ToI Social Impact Award from the President of India, 
Honourable Sri Pranab Mukherjee 
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“When asked what the basis of JRC’s success is 
and what is my management secret, my answer 
is Prema or love. This organization is run 
purely by love; that is my style of management 
and that is the reason for my success. I don’t 
know anything beyond that! Love is one thing 
which I hold in highest regard, as the most 
critical element of business…” 
Need for the Interview 
 
Business leaders and executives often agree upon the importance of human values and 
spirituality within the organizational context. But the field of management has few, if any, 
cases of successful implementation of such initiatives. JRC is one of the few 
organizations that have been able to develop and institutionalize processes for 
integrating spirituality and business. This interview, we hope, will strengthen the 
conviction of business leaders that such integration is indeed possible, and positively 
beneficial to organizational growth and well-being of employees. This interview will also 
provide a blueprint for executives to develop similar initiatives in their organizations. 
Finally, an entire generation of social entrepreneurs is transforming the world of 
business especially in the emerging markets. This interview provides important insights 
for such young minds on how they can nurture their talents and channelize their energies 
for fulfilling a social mission. 
 
 
 
The Interview 
Q. You started your business with just 2 looms and 9 workers. Today you have more 
than 40000 artisans working for you and your business has spread across the globe. 
What according to you is the reason for your success? 
 
Wherever I go, people ask me this question. I meet journalists, students, academicians, 
management gurus, and researchers and all of them ask me how I grew my business 
and how I’m able to manage thousands of employees. They often expect me to talk 
about management jargon such as my business model, value chain, or systems and 
processes as the basis of my success. But the answer I give them often startles them. 
When asked what the basis of JRC’s success is and what is my management secret, my 
answer is Prema1 or love. This organization is run purely by love; that is my style of 
management and that is the reason for my success. I don’t know anything beyond that! 
Love is one thing which 
I hold in highest regard 
— as the most critical 
element of business — 
and this is something 
which I continue to 
work on in the 
organizational context. 
Once you have love, 
then other human 
values such as empathy 
and devotion start flowing from it. Then management becomes very easy because things 
will start happening naturally. The more love you start putting in the culture of the 
organization, the more happiness, the more intelligence, the more wealth, or for that 
                                                 
1
 All Sanskrit words in this interview are italicized.  
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“I feel that real growth cannot take place 
unless you have, as the foundation of 
business, the fundamental values of love, 
empathy, respect, integrity, trust, etc. These 
are all spiritual values, and that is why I 
believe that spirituality is the basis of 
growth and success in organizations.” 
matter, whatever you want will come to you. That love is like the fertilizer that gives the 
bounty of a good crop. This, I believe, is not only true for JRC, but for any organization. 
This is universal. Among all values that constitute spirituality or human values — love is 
the foremost.  
 
The root of all problems in the world is the ego. When “I,” the individual ego, enters into 
the field of activity, there are bound to 
be problems. The solution to all these 
problems is only love. If you want to 
conquer fear, then love is the only way. 
If you want to bring discipline in the 
organization then teach people how to 
love and discipline will follow. If you 
want to bring freedom in the 
organization, then again, teach people 
how to love and freedom will follow. To 
bring in purity also, first bring in love, 
then purity will follow. If you want to 
build a team that works for a common 
goal then again, you bring in love. That 
will create the best team and the 
common goal will also emerge. 
Management experts in the West talk 
about emotions.2 Yes, emotions are 
important, but often they are 
superficial. Love is above emotions, because it is the primordial emotion. This love is 
present in each one of us. We just have to recognize it and nurture it. From that flows 
everything else. You should experiment with love because love has the power to 
integrate everything. That is why I say that love is the basis of business.  
Q. Can following values such as love really lead to sustained profitable growth? 
I strongly believe that sustainable profitable growth can only come when organizations 
follow and practice human values such as love, and not otherwise. To understand this, 
we must first understand 
why organizations fail to 
deliver growth. You see, the 
more an individual’s ego 
interferes in decision-
making, the smaller the 
business starts becoming. 
The reason for this is that my 
understanding of my own 
self is limited to my 
                                                 
2
 Emotional Intelligence is an area of research that has received significant attention over the past couple of 
decades in the field of management. See, for example, Goleman (2005). 
 
Following human values can indeed lead to 
profitable growth, as demonstrated by the success of 
JRC. Here, NKC receives the Rajasthan State Award 
for Export Excellence 2012 from the then Chief 
Minister of State, Mr. Ashok Gehlot. 
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worldview which is an artificial creation of my mind, narrowly defined by the environment 
around me and the experiences I have had. My perception of my identity is closely 
related to the identity of my surroundings which are illusory in nature. In reality, I do not 
know myself at all. It is a false identity to which I’m sticking to. When I enter the business 
as an owner or founder, and when decision-making is centred on my ego, naturally the 
business also gets shaped in and as much a narrow way as I know myself. So if you look 
at the entire picture, business will not be successful if it is driven by an individual ego 
such as mine, or, for that matter, anyone else’s or even a small group of people who sit 
at the top. If you look at businesses that face imminent failure, you will often find that 
decision-making will be centred on a few people at the top. In reality, success of 
business lies in separating one’s petty narrow-minded ego from the business and giving 
ownership to the grass-root employees. Success is determined not by control, but by 
freedom and democracy.3 The more freedom you give to the grass-roots and your 
employees, the more sustainable your organization will become. If firms are run by 
individuals, they will remain as much as the individual has defined himself. However, to 
give control and freedom to the grass-roots is not simple. It requires a strong 
understanding of human nature, respect for freedom, and personal and organizational 
integrity. All this is built on the foundations of love and trust. Therefore, I feel that real 
growth cannot take place unless you have, as the foundation of business, the 
fundamental values of love, empathy, respect, integrity, trust, etc. These are all spiritual 
values, and that is why I believe that spirituality is the basis of growth and success in 
organizations. You may call it by whatever name you want; you may not use the word 
“spirituality,” but at the end of the day, these values are what drive growth and success. 
Businesses that grow without these foundations will not last long.  
 
There are many experiments that universities and management schools in the western 
world are conducting. These are very important and have contributed much to the art 
and science of management. But there is also something missing. That is wisdom which 
we have in India, passed on to us by the great seers and saints of yore. These were also 
scientists who have given us a history of experiments with the human nature and the 
human mind and nature itself.4 We have a long history, thousands of years old, of such 
experiments. What I’m doing here is just trying to tap into that wisdom. 
 
Q. You say that love is our basic nature and that everyone is capable of loving. But 
our observation of human behaviour is quite contradictory. Why is it that we are not able 
to express this love in our thoughts, words, and action? 
 
Our human tendencies cause us to act the way we do. The state today is that everyone is 
mad behind money; people only want high salaries, stock options, perquisites, and 
quarter-on-quarter growth to the extent that human values have been totally forgotten. 
Sensitivity, love, compassion, empathy have been totally forgotten and the extent of 
madness is only increasing by the day. And when everyone turns mad, it is difficult to 
identify and pin-point one mad person. The currency has totally destroyed the “human 
                                                 
3
 An excellent narrative of freedom and democracy in the organizational context is given by Semler (1993). 
4
 Referring to the philosophical texts from India, such as the Bhagavad Gita and Upanishads pertaining to the      
Advaita tradition of Vedanta (non-dualism) philosophy. 
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sense.” These tendencies — to own and hoard — make the mind sick. The more the 
tendencies, the sicker the mind becomes. And when sick minds take decisions and act, 
the actions will also naturally be sick. Many of us today are enmeshed in these 
tendencies and that is why we are not able to manifest the love which we already have. 
Q. You often refer to the “tendencies” in humans? What exactly are these tendencies 
and how do they affect business?  
 
These tendencies are nothing but base human desires. In the Indian scriptures, these 
are called Vasanas.5  These desires are threefold -- physical, mental, and emotional -- 
and these desires propel action within us. They are shaped by our experiences, but they 
also shape our experiences. In my business, I look for people who have a lesser number 
of such base desires, who do not have much hankering for power, position, and 
achievements. These are people who will then be able to channelize their energies 
towards upliftment of society through the medium of business. Now these are brutal 
truths and I’m very frank about it. People often ask me, “Why is it that there are few 
successful entrepreneurs like you?” My answer to them is that when a person starts a 
business, he is enmeshed in these tendencies or Vasanas to such an extent that he 
loses the discrimination between himself and the business. He starts seeing both as 
one.6 For business, customers are the most important. When a business is new, the 
entrepreneur has to acquire new skills and insights into the customers, but he forgets all 
this because he is so caught up in his own world of desires and tendencies. These 
desires overpower him and he has no power to think what is actually needed for the 
business. Instead of serving the society, the business becomes a medium to earn more 
money, power, fame, and what not. Once the ego starts interfering and demanding for 
personal gains from the business, the business starts declining. This happens because 
the distinction between the business and the personality is lost. These tendencies slowly 
envelope the business, and soon it starts failing. Vasanas are like fire that burn out your 
strength and will. It is my belief that humans do not get tired because of work. Work is 
Ananda (happiness), work is meditation. It is these base desires, the tendencies, which 
actually sap you of your energy.7 These base desires quickly turn into greed for power 
                                                 
5
 In the Bhagavad Gita, Lord Krishna categorizes Vasanas as tendencies pertaining to Raga (attachment) and 
Dwesha (aversion). A similar classification is given in the Buddhist texts where these Vasanas are said to be of 
the nature of Bhava Tanha (craving to be) and Vibhava Tanha (craving not to be or aversion).  
6
 The idea of losing discrimination between two different objects, and perceiving them as one, has been 
elaborately explained in the Advaita tradition of Vedanta. Discrimination or Viveka (derived from the root Vic, 
to separate) is the ability to separate the “seen” from the “seer” so as to objectively view phenomenon; inability 
to discriminate is described in the scriptures as the cause of misery. The topic of Viveka is comprehensively 
dealt by Indian philosopher and saint Sri Adi Sankaracharya in his tome entitled Vivekachudamani. Later, 
another Indian philosopher and saint, Swami Vidyaranya, has composed a short text entitled Drig Drishya 
Viveka (literally meaning discrimination between the seer and the seen) which expounds on this topic. For a 
lucid translation of Vivekachudamani, see Swami Ranganathananda (2008) and for a terse commentary on Drig 
Drishya Viveka see Swami Tejomayananda (2010). 
7
 Among other things, Vasanas create fickle mindedness, leading to the mind either engaging in the memories 
of the past or plans for the future. A mind that is overpowered by tendencies will find it difficult to stay in the 
present. According to Indian scriptures, this tossing of the mind consumes energy and leads to mental and 
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and position, greed to accumulate and hoard.  It is these desires, and not our work, that 
actually consume our energies. That fire of desires which burns you from within will also 
consume the business. That is why, if you want to do business successfully, you have to 
overcome these Vasanas. 
 
 Q. What is the way of overcoming these tendencies? 
 
One way is to control these tendencies, but there is always a limit to control. Moreover, 
trying to control may further worsen the tendencies. That is why one must focus on 
transcending these tendencies and sublimating them, instead of repression and control. 
And again, this transcending and sublimation can happen only through love. As your love 
goes on increasing, you start transcending the gross human nature. Unless that 
happens, no business can be successful in the true sense. That is why I feel 
management thinkers must focus on this aspect of love and ways to bring it into 
organizational practice. As far as I’m concerned, I have no doubt in my mind whether 
love works or not. The important question is how to bring this love into the organization. 
 
Q. How have you been able to operationalize this love and start the process of 
transformation in your organization?  
 
All transformation starts with the individual. All transformation starts when you first start 
transforming yourself. If you want to transform the society or your organization, then first 
transform yourself. How does this individual transformation start? You know when an 
individual comes to this world, or when he is sent here by God, the biggest problem is 
that he does not understand himself, neither do his parents understand him nor do his 
teachers, professors, friends, or colleagues understand him. It is an irony that we have 
developed so many institutions and courses to understand the objects of the world and 
the mysteries of the universe, but there is no facility or mechanism for understanding 
yourself! This has led to the unfortunate state that we are in today, where we are actually 
far away from ourselves. But as we come closer to our own self, we start knowing 
ourselves, and then we first start loving ourselves. Self-love is the starting point. That 
self-love gives a lot of satisfaction — and integrity and gratitude also start developing. 
That satisfaction and self-love then manifest through our actions and then love starts 
spreading in the lives of those around us. Unless you don’t know yourself, you cannot 
love yourself. And unless you cannot love yourself, you cannot express that love for 
others. The more you love yourself, the more you can love others. And the more closer 
you go to yourself, the more you start knowing yourself, the more love starts developing 
within you. Your love will then start overflowing, and then it will envelope all around you. 
That is why the journey that an individual has to make is within and not outwardly. 
 
If he has to change the culture of his organization, he has to change himself; if he has to 
change the culture of his home, he has to change himself. The more transformation 
comes within, the more he will see transformation happening in his home, organization, 
                                                                                                                                                       
physical fatigue. This concept is expounded by Swami Chinmayananda in his series of discourses on Self un-
foldment (Swami Chinmayananda, 2010). 
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and society. That is why at JRC, what I’m trying to do is to make people go closer to 
themselves. Once the journey within begins then things will start happening on their own. 
That is the main secret. 
 
Q. How are you able to facilitate this inward journey of your employees? 
  
If you observe closely, there is a stark contradiction between the way Nature works and 
we human beings try to work. In Nature, things happen on their own. In the forest, for 
instance, who is there to take care of the plants or water the saplings or protect the 
beings? Despite this, Nature has its own ways and things happen apparently in their own 
way. There is no “doingness” in Nature; there is only “beingness.”8 Humans, on the other 
hand, want to “do” things; they want to take up things and make it the way they perceive. 
Such “doingness” is fundamentally opposed to the “beingness” that we observe in 
Nature. And that I believe is the biggest problem humans have. Acknowledging your own 
beingness is the starting point of this journey within. To facilitate this, at JRC, we are 
trying to build an ecosystem based on the workings of Nature. We are setting up a centre 
were everything will be natural in the sense that we will not be using any man-made 
material for infrastructure and the centre will be self-sustainable in all possible ways. Of 
course, living here will be frugal, and we want that those who come to the centre to live 
with the minimum necessities. I believe that such an environment will allow beingness to 
flourish instead of doingness. Once that happens, people will start getting closer to their 
own self, and that will help revive the innate human qualities, which we have lost living 
this artificial way of life. Love, empathy, sensitivity, ability to perceive in the right ways, 
man-to-man relationship, etc. can be revived if we give ourselves an opportunity. Finally, 
JRC should become like an Ashram (hermitage), where life, business, and spirituality are 
integrated in seamless ways. 
 
                                                 
8
 In the Indian scriptures, “beingness” is considered as an advanced spiritual practice, something that not 
everyone may be capable of practicing. In the Bhagavad Gita, Lord Krishna explains this beingness as abidance 
in one’s own nature. In recent times too, modern mystics and philosophers have propagated this idea. Indian 
saints such as Sri Ramana Maharshi (2008) and Sri Nisargadatta Maharaj (2003) have advocated abidance as a 
means to self- discovery. Similar ideas have been expounded by Eckhart Tolle (2006) also. 
NKC in a candid interaction with the weavers. 
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“If organizations are serious about 
practicing human values then I 
think their ability to attract the 
right kind of people will form the 
cornerstone of their success.” 
Q. How difficult is it to start and sustain such transformation in organizations? 
 
Like every process of change, this too is not easy. There will always be opposing forces in 
people who have not yet reached that level. They are far away from their true self and 
that is why they may start opposing such flow of love. When I got this thought (of 
spreading love in the organization) initially, I tried to implement this in my family and my 
organization. But I failed several times in the process. But then, I started meeting people 
who really believed in this idea of love and who had this love within them. That is when I 
realized that if you want to implement human values in your organization, you must find 
people who share this conviction with you and who also believe in this idea of love. You 
must associate with people who are innocent, humble, simple, and in whom this love 
flows naturally. The only thing is that such people may themselves not know that this 
natural love is within them. The effort, therefore, must be to bring such people together, 
make their team or a group and then put them to work. Wherever they go, whichever 
team they work, because they have this love in them, it will start rubbing on to others. 
That is why the first thing that we are doing is to locate and identify such change-agents 
in whom this love is already present. The more such people you have, the more this love 
starts percolating in the organizational culture. Once others experience this love, they will 
also get transformed. That is how the process of spreading love and transformation 
happens in organizations.   
 
Q. How do you spot, attract, and nurture such people who have similar ideologies 
and the feeling of love within them? Can you share how you are doing this at JRC? 
 
One must understand that “business problem is people’s problem.” And I have 
experienced in my life that love is the solution to all problems. So I want to spread this 
love throughout my organization. But as I have told you, we need people who can 
understand and appreciate the meaning of love. Today, unfortunately, we have forgotten 
how to recognise divinity or good quality in humans. Even parents do not recognise good 
qualities in their children. If they see that their child is a hypocrite or a liar, they will 
encourage it because they feel that this is the way to success in this world. If they see 
that their child is honest or wants to serve the society, parents will be the first to 
discourage their children. This is the unfortunate state of people today. Individuals make 
a society, and that is why today our society is also like that. All definitions of success, all 
rules and regulations, are based on untruth and hypocrisy. If organizations are serious 
about practicing human values 
then I think their ability to 
attract the right kind of people 
will form the cornerstone of 
their success. This is a core 
capability that organizations 
need to develop. Once you 
attract such people, and then 
give them an environment in 
which these values can be nurtured, you will definitely have success.  
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At JRC, we have started something called the “Good Souls Project.” The Good Souls 
Project is a way to institutionalize the process of identifying and selecting the right 
people, whom we call “Good Souls,” who will fit into JRC’s culture and importantly those 
who understand and appreciate the role of human values in business. We are still in the 
early stages of this project, but I can tell you that our experiments have yielded very good 
results. Good Souls are basically people tending towards enlightenment. Such 
individuals are searching for Truth in some form or the other, and if I convert it into 
management parlance, I can say that they are searching for excellence. And because of 
this pursuit of excellence, whatever they do they will excel in that. Our attempt is to link 
this pursuit of theirs with their workplace. If you connect good souls to their workplace, 
they can do miracles. A good soul is basically someone with few Vasanas or tendencies. 
These are people who value human values and try to integrate these in their lives. In our 
experience, we have seen that such people do not work so much for power and position, 
but want to work for nobler goals in life. Because we are in the early stages of this 
project, we are yet to finalize all the attributes of good souls, but we have made some 
progress in this area. These are the basic qualities of a good soul. However, when we 
talk about business, good souls need to have two more qualities: good habits and 
intelligence. We therefore define Good Souls as being a combination of three aspects: 
“Good Soul + Good Habits + Intelligence.” People could be missing one of these, so this 
segregation has to be done. If a person is a good soul, but his habits are bad or if he is 
low in intelligence, then how do we convert these bad habits into good ones and how do 
we give him work that is suitable to his intelligence level?  
 
Over the years, I have tried to master this capability for myself and we have now 
institutionalized several of these processes.9 The biggest challenge here is that at any 
times such people themselves do not know what their potential is; they don’t realise 
their own intelligence and devotion. So I have been thinking of how such peoples’ 
devotion and intelligence can be connected to work. What I have done is that at JRC, we 
have built an informal environment where all relationships are informal. Through this 
informal relationship, I explain to them the talent they have, the potential they have, and 
what they are capable of doing. When I recognize their inherent goodness, they also 
recognize my feelings, and whatever I want to communicate to them becomes so easy 
and simple; they are able to grasp my intimate feelings. Once this is achieved, the time 
taken to train them is much less and they develop the capacity to make better decisions. 
Their confidence levels become so high that they are able to make big decisions. When 
we started doing this, slowly we saw that their deficiencies started falling off on their 
own. We then took this to the next step. We created an environment where such good 
souls could come together and share their experiences with each other. I realised that if 
such people come together, then they will be able to make better business decisions. 
They cannot only transform organizations, but are capable of transforming entire 
industries.  
 
                                                 
9
 NKC is very particular about the selection of weavers because he feels that it is like bringing in a new member 
in the family. For years, NKC has been selecting and training weavers intuitively, but over the past few years, 
the firm has developed standard procedures for selecting the right type of weavers and then training them. This 
includes a detailed profiling exercise of every prospective weaver, including their families.  
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Q. Are there any other aspects of the organizational culture that are imperative for 
promoting human values among employees?    
                                                                                    
I believe that if you want to run 
an organization on the 
principles of human values, 
then two more things are 
important: firstly, a culture of 
spontaneity, and secondly, 
heart-to-heart communication 
with people. The problem with 
the human mind is that it 
always wants to spring into 
action.10 The mind keeps 
seeking or doing. But as I have 
told you, the reality is that the 
nature of the mind is not 
“doingness,” but “beingness.” 
And this beingness is the 
source of spontaneity or 
spontaneous action. This is 
what we are trying in our 
organization under the 
initiative called “Effortless 
Effort.”11 I have understood 
that the more effort you put in 
some work, the more its quality 
deteriorates. But if you do that 
same work in a relaxed way, 
the efficiency just shoots up. 
The effort in work just keeps 
coming down, the more relaxed 
you become. Look at a driver, 
for instance. When you start to 
learn driving, you are so 
tensed, and the driving is so 
                                                 
10
 The entire creation, according to the Indian scriptures, is said to be a “play” of the Gunas or basic qualities 
which are Sattva, Rajas, and Tamas. Sattva is of the nature of awareness, knowledge, and love. Rajas is of the 
nature of action, attachment, and ownership. And Tamas is said to be of the nature of sloth, ignorance, and 
darkness. The tendency of the human mind to “act” is attributed to the quality of Rajas. 
11
 In the Bhagavad Gita, Lord Krishna identifies three types of actions: action, inaction, and unaction. Action is 
acting with an ego. Inaction is the tendency to avoid work, often compared to laziness and sloth. Unaction is 
effortless action, wherein the action takes place without indulgence of the ego or a selfish motive. The third type 
of action is regarded sacred and spiritual aspirants are urged to practice such action. 
Visitors from across the globe visit artisans in villages. Such 
interactions help visitors appreciate the work done by the 
artisans and also help boost the confidence, self-respect, and 
dignity of weavers.  
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poor. But then as you develop yourself, driving becomes effortless, and even joyful. This 
comes with an understanding that the car is a machine. It is running on its own. My job is 
only to give direction to the machine. That way, my contribution is only a few percent; the 
rest of everything is being done by the machine. The more you understand this, the more 
relaxed you become and the better you can perform. For those who are steeped in their 
beingness, things happen naturally around them. These are miracles. But this can 
happen only through people who are selfless: those who work for the love of action, and 
not for the fruit of action. Such people are totally selfless and pure. And this effortless 
effort will only come through such people. Basically, love emerges from passion, and in 
love, the ego gets dissolved. The work then becomes meditation. And then when you get 
immersed in such work, the results will be astounding. There will be both beauty and 
fragrance in such work. The second aspect is that people in the organization must speak 
the language of the heart.12  The more this starts happening, the lesser are the gaps and 
blindness in the organization. Gaps and blindness exist because of fear; it is only 
because of fear that people try 
to hide their problems and the 
problems of the organization 
from others. To eliminate this 
fear, relationships must be 
informal and we must do away 
with hierarchy and bureaucracy. 
And this change has to start 
from the top. At JRC, all 
relationships are informal. My 
relationship with my children is 
like that and my relationship 
with my employees is also like 
that. This will promote honesty in 
the organization. At JRC we actively encourage people who are honest, blunt, and 
straightforward. I tell the employees here that the day they stop speaking the truth and 
stop being straightforward, I will stop respecting them. I tell them to write down in their 
diaries that: ”You are the most respected person in the organization.” The day such 
people leave this spontaneity and start planning, scheming, and start getting crafty, that 
is where problems start. Many times such people may be perceived as insane also, and 
excessively emotional, but when they utter the truth, that truth changes everything. To 
promote such behaviour in the organization, you need to have heart-to-heart 
communication. I believe in the language of the heart. Whenever I talk to people, I tell 
them that you can only communicate 15% through verbal communication for those who 
can articulate; for others who are less skilled, it is much lower than this. The remaining 
85% is the real communication and that happens by heart — not through any physical 
means. The “communication wire” is the “love” that binds one heart to the other. If there 
is no love or that “communication wire,” you cannot communicate effectively. When 
there is love, the one who initiates the communication and the one who receives the 
                                                 
12
 Spiritual Guru Sri Sathya Sai Baba has often referred to such communication in his discourses on integrating 
spirituality and management (Sathya Sai Baba, 2009). 
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communication, both disappear, meaning their egos are no longer separate identities. In 
communication, if there are two personalities, then there are two egos. And when there 
are two distinct egos, there is no communication — there is only conflict. One is proving 
against the other; one is trying to prove some point over others. This is conflict and 
struggle, not communication. True communication can only happen when there is true 
love, and when there is true love, there are no separate identities. That is where the 
science of communication should start and that is what communication should be like. I 
have interacted with international people and also with villagers. But wherever I have 
tried to establish this heart-to-heart communication I found that with such people, the 
performance of their work has dramatically improved, and the teams have performed 
much better than others. That in itself is a miracle. Outside my office, I have a board 
which says “University of Hard Rocks of Life.” Now I have decided to change it to 
“University of Miracles” because what you witness here is no less than a miracle. Let me 
give you an example. We are making strong efforts to connect our weavers in Indian 
villages with customers from international markets. Now these are two totally different 
sets of people. They have different languages, different cultures, and different 
backgrounds. In fact, there would be nothing common in them. Despite the language and 
cultural barriers, however, we have found that they can actually communicate with each 
other. We have people from Spain, Britain, United States coming to these villages, and 
having complete heart-to-heart conversations with the artisans; the artisans speak in 
Marwari (the local language), while these people speak in their own language. But 
somehow, mysteriously, they understand each other perfectly, and that further 
strengthens our conviction that such communication is possible! In reality this is not a 
miracle. It’s just the way things happen in Nature. The difference now is that we 
understand this working; all we have done is to understand Nature — the way it works, 
the way it operates — and that is what we call as miracles. 
 
Q. What kind of resources do organizations need to initiate and implement such 
organization-wide changes? Do you think that programs such as those implemented in 
JRC can be adopted and implemented even by smaller organizations? 
 
People often think that to do good work you need resources, especially money. But I 
don’t believe that. I don’t worry about money in such issues. Money will come. My belief 
is that resources will flow; what is actually needed are individuals who can carry the 
mission through. What is needed is a passionate individual who can work in this area. If 
you have money and all the resources but not passionate individuals, then all resources 
are of little use. You need individuals who are ready to toil. We need people who can 
champion a cause and strive for it. I think this is the biggest challenge for organizations 
where there is a clear social mission or priority of values. Today, there are big business 
schools with so-called world-class degrees. But let me tell you — this is not the kind of 
education I subscribe to. I have employed people from the best business schools but 
they simply fail to understand basic human values of love and empathy. I believe that 
education must primarily help students develop these qualities.13 Once you have these 
                                                 
13
 Sri Sathya Sai Baba defines true education as Educare, that which brings forth from within the qualities 
already inherent in man (2009).   
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within, then acquiring skills for jobs is not difficult. But today, the focus has shifted 
entirely from values to only job-oriented skills. Skills can be acquired by trained animals, 
also. But the profession of management needs humans with human values. That is 
missing. And that is the reason why you see that most problems in the world are caused 
not by illiterates, but by educated people! At Harvard Business School also — I spoke the 
same thing. They all laughed and clapped and agreed to what I had to say!  
 
At JRC, we are now in the process of starting weaving centres especially for differently-
abled. In these weaving centres, we will have training programs for hand-weaving and 
tufted carpets for the disabled. The location of these centres will be such that they don’t 
have to travel much from their homes; we can have separate centres dedicated to 
women. So with such a broad vision, a strategy will have to be designed for the disabled 
people. We are also talking to the Government of India, and we have invited them to see 
the work we are doing so that it can become a pan-India operation. I am also planning to 
collaborate with other NGOs who work in this area. Even when we talk about 
collaborating, we need people who will go to these NGOs and spend time there, 
understand how they work, understand the people, the best practices, and all this 
requires willingness to work very 
hard and that will come with 
passion, dedication, commitment, 
and patience. At some level, you 
need people who will take 
ownership, otherwise because it is 
my idea or my passion, it will 
become my responsibility. That is 
not what is needed. That is why, 
the main resource needed for 
such initiatives is selfless, hard-
working people. That is all. Once 
you have that, no task is 
impossible. Even in this initiative 
of ours, the way things are going, 
in the next 3 to 5 years, we will 
become one of the largest 
employers of disabled people in 
the world. Such things cannot 
happen with money alone. They 
require champions. And that is 
why I keep coming to the idea of 
having more good souls in the 
organization. Once you have such people, things will happen on their own. 
 
Q. There are many organizations where values get diluted as the organization grows 
or after the founder cedes control to the new generation of managers. How do you 
ensure that the values you advocate as the founder continue to guide JRC’s philosophy 
NKC himself is an excellent weaver. Here he is seen 
with the first rug he made in 1978. 
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“Founder’s Mentality is 
something which can give 
companies a sustainable 
competitive advantage.” 
and organizational practices even after the next generation of management takes 
control? 
 
This is a very pertinent point. You see, as organizations grow, the distance between the 
founder and the employees starts increasing. Systems and procedures start replacing 
human touch, and communication becomes more and more formal. That is the point 
where there is a real chance of values getting diluted. To avoid this and to ensure 
perpetuity of values, at JRC we are working on an initiative called Founder’s Mentality.14 
Founder’s Mentality is nothing but values in action — values which the founder 
embodies. What we are trying to do is to create an institutional memory and bring in 
repeatability in practicing the values that I have lived by and which I advocate as 
something which is non-negotiable. Repeatability is the key word because perpetuation 
can only come when things are repeatable. Repeatability does not mean doing the same 
thing the way it was, but it is more about understanding the underlying principles, the 
thought process, the critical thinking, and seeing how it applies to the current business 
scenario.   
 
This first step in this direction is documentation. In my case, I can tell you that for growth 
in business, the first thing is love towards your work and then love towards your people. 
When these two come together, then skill and knowledge develop on their own as you 
proceed. You start developing knowledge about the intricacies of business. Once this 
knowledge emerges, then you document it. But you must not stop there. This knowledge 
has to be taught to the next generation. The next set of managers must make decisions 
based on the knowledge which the founder had. That is where real repeatability comes 
in. And that is when you can achieve profitable scale along with the values that the 
founder embodies. One of the ways in which I try to pass on this knowledge is by 
personally mentoring people, the good souls in the organization. I first give them time to 
explore themselves. Initially they will be fickle-minded. I know that they do not know what 
they want to do in life but that doesn’t matter much since they are inherently pure. I give 
them the freedom, time, and their own space. I never stop them. Then slowly I start 
mentoring them and give them inputs. I always feel that whatever I have learned, I have 
taken so many years and I have lost so much money. Why should my people go through 
the same journey? That is why I try to give them all my learning and knowledge. But one 
critical point here is that there must be acceptance between the mentor and the mentee. 
Also, this acceptance does not come so easily. I will doubt people, and will also want to 
test them and know their capabilities. Similarly, that person will also doubt me. But in 
this process, both parties come to know about each other, and then acceptance 
increases. So the task is to bring about acceptance among each other, and then make 
sure that the acceptance is of a high level. 
That is where transformation begins. Then my 
knowledge of 35 years starts flowing to that 
person free of cost! And that saves him from 
several mistakes. Once I induct such people, 
then I also start benefitting from them. My 
blind spots about my company, my family, my 
                                                 
14
 Founder’s Mentality has been conceptualized by consulting firm Bain & Company. 
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relations, etc. start becoming clearer to me. Then that relationship further improves. So, 
the larger such a team becomes, the better results one starts getting. 
   
In addition to this, when a founder starts a business, he develops a team of closely-knit 
people — 20 or 30 who have fully absorbed this philosophy. These are the people who 
are aware of the founder’s mentality because they have worked directly with him. These 
are the people through whom the founder’s mentality operates and they grow the 
business. So when we are creating an institutional memory, it’s not only about the 
founder’s experiences and what he recollects about business, but also the experiences 
of these sets of people who have fully absorbed the philosophy from the founder. There 
are people who have been with him from the very beginning; they have seen different 
aspects of him, and 
have been with him 
through all kinds of 
phases and ups 
and downs, 
gathering their own 
experiences. There 
are also certain 
things that the 
founder might have 
forgotten, but then 
those incidences 
would have left a 
mark on those 
people with him. 
So, capturing that collective knowledge and documenting it also becomes very 
important. Finally, there will also be some probing questions which need to be asked to 
get to the depth of things; that is where the founder must be very open about sharing his 
experiences: things which went right, things which didn’t go quite right. All this 
knowledge is dispersed, in the minds of the founder and his core team. This knowledge 
must be collected from diverse sources and then has to be created into an institutional 
memory from which the next generation of people can draw from and base their 
decisions upon the values that the founder propagated.  
 
Finally, the experiences, stories, and the values of the founder have to be contemplated 
upon. At JRC, we have a collection of stories based on Founder’s Mentality. We have 
several stories from different companies and different entrepreneurs from 1st and 2nd 
generation from around the world of how they have been able to hold on to the values of 
the founder. So each one of us in the organization reads those and within teams we sit 
down and have discussions, such as so-and-so company was facing this challenge and 
this is how they handled it. These were the core values and how they continued to 
adhere to it — stories of how the business environment had changed but the businesses 
did not compromise on the value systems. So we read those stories individually and 
collectively, discuss and brainstorm about how we ourselves interpret it. Each person 
from the group will have a different point of view and will interpret the same story in a 
different way. And then we also talk about how that can relate to our ground realities and 
The Alternative Education Program run by JRC educates weavers in basic 
literacy. This program is setting the foundation for preparing weavers to 
take informed decisions not only about their lives but also about 
business. 
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“...while a sustainable income is needed, 
it must be supported by intellectual, 
emotional, and spiritual development. 
Without this, any amount of livelihood 
training and income generation is 
useless.” 
what can we learn from that as an organisation, what changes do we need to make, to 
reach the ideal scenario or if we are already doing it then how do we continue doing it 
and that too more often. So such group discussions are also playing a very important role 
in the way we are trying to implement Founder’s Mentality. 
 
According to me, Founder’s Mentality is something which can give companies a 
sustainable competitive advantage. This is because the founder has become successful 
based on some values that he has followed. These values are universal; you may call it 
spirituality, or values, or whatever you feel like, but these are universally applicable, 
otherwise, the business would not have become a success. The success is itself proof of 
the values. At JRC, cunningness or being crafty is something that we do not tolerate. 
Then lying, resorting to cheating, or even covering up for lack of dexterity in work — 
these are some things that we want to totally eliminate. Integrity and character are two 
important values that we want to work on. And of course love, empathy, devotion, and 
selflessness are the foundations. So Founder’s Mentality will help us propagate these 
values, and the test of this initiative will be that even the gatekeeper in our organization 
or the janitor will know what the non-negotiables are.  
 
Q. JRC is one of the most successful social enterprises in India. You have been able 
to provide a livelihood to thousands of people. What are your future goals now? 
 
Decision-making by the weavers is very important.15 We want to form a weavers 
committee, which will include the “good souls” so that weavers have a strong say in all 
major decisions that we make, whether it is about production, operations, finance, or 
even strategy. If we are able 
to take our weavers to that 
level, they will become 
partners in JRC and not 
merely employees. But 
decision-making has to be 
supported with the right kind 
of information. Unless 
weavers get the right 
information at the right time, 
we cannot expect them to make the right decisions. That is why we want all the 
information about the customers that we get from the US office to reach the weavers 
first-hand. With the right kind of information, weavers will be equipped to make the right 
decisions and then a lot of practical decisions will start taking place. So what I am talking 
about essentially is freedom and democracy in the organization, in ways that are 
unprecedented. But before we do that, there is one important change that I want to bring 
about. Without this change, nothing will be possible. And that change is to bring about 
spiritual development in the employees and weavers. 
                                                 
15
 This process has already started at JRC. Twice daily, NKC conducts a conference call with weavers, quality 
supervisors, branch managers, and field mentors, to understand grass-root issues. During these calls, NKC urges 
weavers to not only express the problems they are facing, but also the potential solutions for such problems. 
These conference calls and the subsequent involvement by the weavers have proved extremely successful.   
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“Our main goal is individual growth; 
it is my belief that once you have 
individual growth, business growth 
becomes incidental. That means that 
the goal of business growth will be 
automatically achieved if individual 
growth, individual transformation, 
and individual spiritual development 
happen.” 
 
Let me explain to you why spiritual development is imperative. Nowadays, people talk of 
sustainable livelihoods. If you give income to people, they say, then you have done your 
job as a social entrepreneur. This is relevant to all organisations, but especially those 
that want to work for social development. Experts say that giving money in the hands of 
the poor is enough. But this is only a partial view.16 Giving money is necessary, but not a 
sufficient condition for social development. If you see in Indian villages, at a lot of places, 
you will find that men will be gambling and drinking. If they work, then their incomes will 
be spent entirely on this and their wives will be running their homes. Sometimes, they 
don’t even work; they take money from their wives for these habits. Now imagine, you 
give employment to such a person, give him money in his hands, what will he do? First 
thing is that he will gamble with it and drink. If his wife is a weaver, then he will forcefully 
take money from her and drink. 
Many times, such behaviour is 
coupled with violence also. So 
employment has actually done 
more harm than good. That is 
why, while a sustainable income 
is needed, it must be supported 
by intellectual, emotional, and 
spiritual development. Without 
this, any amount of livelihood 
training and income generation 
is useless. Moreover, we are 
talking not only about 
sustainable source of income, 
but also freedom to take 
important decisions. If you give freedom to people who do not have the purity of mind 
and purpose, then they will misuse the freedom, ruining themselves and the society. The 
degree of freedom an individual enjoys must therefore be determined by the level of 
purity. The more purity an individual has, the more he exercises his discrimination; the 
more selfless he is, the freedom he gets will be really beneficial to the society.  
 
That is why the starting point is also spiritual development, and the ultimate goal is also 
spiritual development, coupled with the ownership and decision-making in the 
organization. The biggest challenge for us, therefore, is how to bring about this 
spirituality in our weavers and in the grass-roots.  Because the more they know about the 
purpose of their life, and the closer they are to their own selves, the more they can love 
themselves, in equal or more proportion will their ability to work and the quality of work 
improve. This will also lead to them taking more ownership of their work, and that will 
make their lives much better and happier. Of course, we need to start small first. So we 
have decided that we will identify a few good souls, and before that, define what a good 
soul would be like, and then develop these good souls in some spiritual way. Even if we 
                                                 
16
 The notion that basic resources such as income may not be sufficient for development has been elaborately 
developed in the Capabilities Approach developed by Nobel Laureate Amartya Sen (2000) and Martha 
Nussbaum (2013). 
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get 10% success, I think it is good enough, because these 10% will then inspire others. 
That is my purpose. I am depending on them, and I think they are depending on me. Not 
for money, but for bringing in some valuable change in their lives. I am talking about it 
now because as an organization, I think we are ready. And the greatest benefit we have 
is a supply of dedicated weavers for the entire supply chain. This will bring a soul in our 
business. This is the goal now. And it is my conviction that such change will only multiply 
our business and the weavers will also be able to earn more.  
 
So now our entire focus is on how we can work together with the grass-roots and our 
employees and make a spiritual organization. It is my faith and conviction that if we are 
able to take our organization to that level of spirituality, then we will have no competition 
globally. Spirituality itself will become our competitive advantage and we will be able to 
outperform our competitors. The costs in such organizations will be so low, and the 
quality will be so high, that nobody will be able to compete with such organizations. 
There will be a flood of innovations and there will be both inner and outer happiness that 
the entire organization gets transformed into a great organization. But you must 
understand that business growth is not our primary purpose. Our main goal is individual 
growth; it is my belief that once you have individual growth — business growth becomes 
incidental. That means that the goal of business growth will be automatically achieved if 
individual growth, individual transformation, and individual spiritual development 
happen.17 
 
 
 
 
 
 
 
 
                                                 
17
 While NKC appreciates the fact that spirituality and human values lead to business growth, he repeatedly 
mentioned that spirituality and human values have an inherent value of their own. They do not derive value 
from the outcome that they lead to. Ethics and morality must be followed for their own good. In that sense, 
NKC’s outlook is very close to the moral philosophy expounded by philosopher Immanuel Kant (2008). 
NKC has been able to significantly impact emerging social entrepreneurs and social sector leaders 
though his philosophy of integrating spirituality and management. Here, social entrepreneurs, 
business executives, and civil society sector leaders from 6 countries of the world visit JRC as 
participants of an international program called “Journeys for Change.” 
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Q. What role do you see yourself playing in JRC after your goals have been 
achieved? 
 
The greatest test of this “spiritual business organization” will be to what extent I can 
detach myself from the workings of the organization. My children are also involved in the 
business, and I would like to see them doing better in the role that they are performing, 
but business decisions must increasingly move towards the employees of the 
organization and the grass-roots. I should be free from what I do today. I should become 
jobless! The day I have no work to perform in my organization, I will feel I have become 
successful. My freedom is my success. Their ownership is my success. And I am 
convinced that when this happens, all wealth, worldly, and spiritual will be included in it 
and will grow with it. Ultimately, it’s about the number of good people you have. A good 
business is nothing but good people. Once you have good people, then whatever you do, 
whether it is charity, business, running an NGO or a hospital, or whether it is running JRC, 
all will be successful. Good people are what you need. 
 
I also look at spending more time to discover myself and then become part of a network 
of spiritual people who are part of such transformation. Yesterday, you linked efficiency 
with Karma Yoga18  from the Bhagavad Gita.  My feeling is that the management of the 
future will be based on these principles only — where wisdom is coupled with efficiency, 
and efficiency in turn will be driven by the state of the mind. The lesser the vagaries and 
tendencies of the mind, the more will be the efficiency. But these concepts are 
metaphysical; these have to be brought down to the level of processes. I see myself 
spending more time on working on operationalizing these abstract concepts. 
 
Finally, I want to also continue mentoring people not only from JRC, but also from other 
organizations. The world today has become very cunning. We speak to please others. 
Everything we say is meticulously planned so that you appease others. In reality, 
however, one must speak the truth. If you find someone who seeks truth, then you must 
kindle that unrest within that individual so that he or she may seek the reality. The way I 
will develop people in the future is also like this. First, identify people who are in search 
of truth. And then kindle the unrest within them. That is the way to develop people. 
Initially, it will seem as if the turbulence within is growing, but that is the sign of success. 
See, the fact is that this journey of getting closer to oneself is individual. Everyone has to 
walk this path on their own. No one can do this for you. So I can only facilitate this 
process. But this journey is not so easy. In the start, one has to be willing to sacrifice a 
lot. Then the love and satisfaction you get will be infinite. I foresee my role in the future 
as someone who facilitates this inward journey.                            
 
Q. There are several young entrepreneurs today who aspire to be like you and serve 
the society through the medium of business. What advice would you give to such 
 
                                                 
18
 In the Indian tradition, four paths to self-discovery have been advocated. Karma Yoga or the path of action is 
one of the four, expounded by Lord Krishna in the Bhagavad Gita. 
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emerging entrepreneurs?   
                                                                                                              
My advice to young entrepreneurs is this: find yourself by losing yourself. The more I lose 
myself, the more I find myself. Lose yourself in your work. Meaning, get rid of your ego. 
And then you will see that the purpose of your life and the purpose of your business 
becomes one. Keep your desires and your ambitions out of your business. Entrepreneurs 
use business as a means to achieve their petty desires, but business is meant to achieve 
the purpose of life. Use your passion for the business, not the business for your passion. 
Such attitude towards life and business requires entrepreneurs to develop four qualities. 
These four qualities are interrelated, which 
means that one quality strengthens the 
other. These qualities are: 1) conviction in 
values 2) fearlessness, 3) awareness, and 
4) introspection.  
 
As an entrepreneur, the first thing you must 
have is conviction in your values. Along 
with conviction, you must also have the 
courage and persistence to follow those 
values. When I started my business many 
people criticized me and discouraged me 
for working with weavers from lower 
communities. But I persisted because I had 
conviction in what I was doing. Initially you 
may have to face opposition or even failure, but persist with your values and you will 
reap the benefits sooner or later. The second quality entrepreneurs must have is 
fearlessness. We are constantly competing with others and we live in a fear that others 
will outperform us. First, recognise your fear. That will help you in understanding your 
desires. Excessive and selfish desires lead to impatience and haste. Young 
entrepreneurs want to achieve everything very quickly. That is where you are vulnerable 
to committing mistakes. Desires agitate the mind, and this agitates the body. An agitated 
body, in turn, further agitates the mind.19 Your ability to work will be reduced, and your 
decisions will also lead to failures. If the mind does not work properly, then you start 
moving away from your soul, too. The more you recognise your desires and their play and 
influence on your mind, the more will be your ability to deal with them and this will have 
a clear impact on your ability to make the right decisions. The third quality that 
entrepreneurs must develop is awareness. There are several things we do with habit, 
and few that we do with awareness. Anything done with habit is done mechanically. 
There is little thinking involved. Such mechanical activities damage your business. Every 
act that an entrepreneur does, or any decision that he or she takes, must be taken with 
complete awareness. All forms of habitual thinking and mechanical dealings must be 
done away with. How to bring such consciousness or awareness in every act that you 
                                                 
19
 The relation between mind and the body, or mind and matter is at the heart of Buddhist philosophy. 
Approaches to meditation in the Buddhist tradition often suggest exploring this relation between mind and body 
to verify the axioms of impermanence as given by the Buddha (Ajahn Chah, 2001).  
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perform?20 That is the key question entrepreneurs must ponder over. But in my 
experience, I can tell you that introspection plays a very important role here. Introspect 
whether the work you have done was done unconsciously, due to habit, or with total 
awareness. Your ability to introspect will improve with practice, and this introspection will 
further enhance your awareness. In fact, introspection is the foundation of success. That 
is why, the fourth and probably the most important quality every individual and specially 
entrepreneurs must develop is an ability to introspect. I have seen the transformation 
that came about within me after I started doing serious introspection. The change within 
me, led to a change in my vision. Earlier, I used to see the world and interpret it based on 
my preconceived notions. But as I started introspecting, my awareness started 
expanding: awareness of my own desires, my own behaviour, and my own tendencies. 
This awareness itself reduced the force of these desires. I started becoming more and 
more relaxed. It is a cycle. You 
become aware, you become 
relaxed. The more relaxed you 
are, the more aware you 
become. And as this proceeds, 
you start transcending these 
tendencies. Then you start 
seeing things “as they are,” 
objectively, instead of 
misinterpreting them to suit your 
needs and desires. The haziness 
diminishes and clarity emerges. 
Then you start seeing more 
opportunities in business and 
new talents in people and then 
you fill this gap between 
opportunity and talent. But all this comes with high relaxation. The more relaxed you are, 
the more objective you become. This in itself is a journey. It is my conviction, based on 
my experience, that if entrepreneurs develop these qualities, they will be able to see the 
unity in purpose between business and life. They will be able to get rid of their ego and 
once that happens, business and life, both will flourish. 
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 Aman Jhaveri visited JRC in April 2014, for interviewing executives and studying the organization’s 
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Is your organization burning out as the result of yet another 
round of — choose the term du jour — down-signing, rightsizing, 
restructuring, or reorganization initiatives,  as you try to please 
your investors? 
 
Is your own leadership team losing their spontaneity, creativity, 
or ingenuity because they’re focused on beating this quarter’s 
expectations instead of concentrating on ways to produce 
sustainable growth? 
 
Is their morale slipping, hurting relationships with their own direct reports, other 
employees — even customers and clients? 
 
Layoffs may not always be avoidable, but you can give your team — indeed, your entire 
organization — a creative diversion to address the mental malaise and stress we all 
experience. It doesn’t require climbing walls, paint ball, or falling backwards into waiting 
hands.  Instead, it requires integrating art into your organization. 
 
Your team might simply need a mental break from their routine to get their minds 
cleared of the suffocating strategic, financial, and operational demands that are part and 
parcel of organizational life. 
 
The arts have long been recognized for their power to heal, provide calm during a storm, 
and keep the mental clouds at bay. Having served a previous stint as a Fellow at Abbott 
Laboratories and an administrator for the University of Michigan College of Pharmacy, I 
was fortunate to understand the power of art as a result of the Parke-Davis (Pfizer) and 
Abbott art collections. During World War II, Abbott hired a number of civilian artists to 
capture authentic scenes of Navy corpsmen and doctors treating the sick and wounded. 
Seeing the Abbott collection made my own challenges seem relatively trivial, but more 
importantly, they inspired me to do more. 
 
Art is more than aesthetic. It has a positive — and powerful — physiological impact on the 
brain. Research has shown that fine and performing arts can help reduce blood pressure 
while improving one’s focus and outlook on their job or about life in general. As your 
organization’s CEO, bringing art into the workplace is one way that you can improve the 
well-being of your own team, and your entire organization. 
  
Art will help your team look at something with a different perspective by stimulating 
creativity and thoughtful observation. Art can combat tunnel vision, and help make a 
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cold, sterile work environment feel more inspiring. Art can inspire us to think more 
creatively (i.e., “outside the box”).  
 
One of the people who really opened my eyes to the power of the arts in business was 
Frank Merlotti, Sr., president and CEO of Steelcase, the global leader in office furniture.  I 
was a Senior VP at Butterworth Hospital in Grand Rapids, Michigan, and Merlotti was on 
the hospital’s board of trustees. Our relationship gave me the opportunity to visit the 
Steelcase offices many times. 
 
Steelcase has long understood the interrelationships among art forms, design, 
functionality, creativity, and workplace efficiency. If you ever want to see one of the most 
effective blends of art, architecture, and business success, visit the Steelcase corporate 
headquarters in Grand Rapids. The entire business environment delights the senses and 
heightens the desire for discovery. This is no big shock, considering that Robert Pew, the 
former board chairman of Steelcase, and his partner, Frank Merlotti, Sr., the former 
president and CEO, were leaders who believed in — and practiced — humility, generosity 
to their employees, and being team players while delivering quality and value to 
customers.  
 
Pew and Merlotti understood that the arts inspired employees, instilled creativity, and 
inspired clear thinking. These benefits are often unrecognized and viewed as a frivolous 
use of funds. However, the ability to think clearly and creatively is anything but frivolous 
when you are part of a leadership team charged with making decisions that impact the 
lives of others.  In fact, Pew felt so strongly about the impact of art that, during the 
construction of Steelcase’s new corporate headquarters in the 1980s, he oversaw the 
acquisition of hundreds of pieces of art to be integrated into the building’s design. Those 
works — including those by James Rosati, Dale Chihuly, and Andy Warhol — remain with 
the organization and are exhibited in the company’s offices around the globe. 
 
While you can undoubtedly think of others, here are five suggestions for integrating the 
arts into your workplace: 
 
1. Include music in your place of business. The Nordstrom department stores were 
well known for their pianist-in-residence. The pianist was there for the benefit of 
customers, but associates benefited just as much. Take a cue, and install a music 
system for the lunchroom or a conference room and set up a good playlist to run. Ask 
your team what type of music they prefer and incorporate their ideas. Some 
executives may like classical music while others prefer jazz or rock. Choose a 
selection that will appeal to all so that your team (and their teams) can enjoy some 
music during their workday or lunch hour. The result will be a more relaxed and 
refreshed team — and that translates into more effective problem-solving. 
 
2. Plant a small garden outdoors or on a patio. If you have the funds, consult a 
landscape expert to create a soothing Zen garden — or better yet, ask employees for 
their own ideas. Be sure to include tables, chairs, and benches so your team (and 
their teams) can enjoy their lunch there. Don’t have any outdoor space? Transform a 
patio or the lunchroom with beautiful plants, potted trees, and flowers. Place plants 
throughout the workplace. Add statuary from the local garden store and a water 
  
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
55 
L
E
A
D
E
R
S
H
IP
 
feature like a fountain. The result will be a calmer team, better able to focus. And 
don’t be surprised if they start meeting regularly in the newly-installed garden. 
 
3. Create an art gallery at your workplace. Consult a local gallery owner or artist to 
help bring in paintings, sculptures, professional photography, or other pieces of art 
for display the way many hospitals do. If you don’t have the budget to purchase 
pieces, invite local artists, art students, or even employees to display their works on a 
rotating basis in the hallways at your place of work. Chances are the artists will be 
thrilled: you get a rotating gallery and they get free exposure; it’s a win-win for all. You 
can also ask a local foundation or art school to help you acquire donated art. The 
result will be a less-sterile environment that will inspire your team, and may even 
elicit conversations between team members viewing the art — conversations that 
wouldn’t have otherwise taken place. 
 
4. Take your team to see a live performance such as dance troupe or a play. 
Check the local newspaper listings or go online to find a production that fits 
everyone’s schedule and make a day of it. Even if some team members complain 
that they can’t afford the time away from the office, I assure you that everyone will 
appreciate the break, and come back refreshed and ready to problem solve. 
 
5. Hold a staff meeting off-site at a local museum, art gallery, or arboretum. Keep 
the meeting to a few hours and allow everyone to enjoy the venue afterward.  The off-
site setting alone will reduce anxiety and encourage people to participate more than 
they would have back at the office. Without office distractions and with inspiring 
surroundings, chances are they will contribute more. 
 
Business is inherently stressful, especially for those in leadership positions. Frank 
Merlotti believed that office environments either promoted mental health and sustained 
competitive excellence or deprived workers of both. He taught me that chief executives 
must monitor their teams for burnout and mental malaise. In fact, Merlotti insisted that 
his own team always took their full vacation time for renewal purposes.  
 
Bringing in the beauty, splendor, and restorative power of the arts is certainly worth the 
return you’ll see on your investment. 
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Favoritism is a controversial issue in many cultural settings. Related terms include 
nepotism and cronyism; all three are identified with misconduct in the merit-based 
business world. The flip side is ethics — the principles of conduct governing an individual 
or a group (Merriam-Webster, 2012). According to John Dewey (1902), “Ethics is the 
science that deals with conduct insofar as this is considered to be right or wrong, good or 
bad.” Since favoritism is perceived as being linked to workplace misconduct, it is 
necessary to use ethics in examining this issue. The current study applied four lenses of 
ethics identified by Shapiro and Stefkovich (2011) to help people deal with ethical 
challenges: justice, critique, care, and the profession. Findings have implications for 
criteria used to handle ethical challenges in the workplace. 
 
Introduction 
 
The term nepotism is based on the Latin word for grandson or nephew (Arasli & Tumer, 
2008) and defined as a “favoritism which is shown to someone who has some sort of 
relations, such as spouses or relatives, of the present member in an organization” 
(Merriam-Webster, n.d.). 
 
Until today, many Americans believed that nepotism was undesirable and claimed that it 
could be viewed as a privilege while favoritism was based on family connections (Padgett 
& Morris, 2005). Slack (2001) explained that negative attitudes toward nepotism 
stemmed from egalitarianism and self-reliance valued by most American people. 
 
According to Padgett and Morris (2005), there are two forms of nepotism in the 
workplace: cross-generational nepotism and paired employees. Cross-generational 
nepotism refers to hiring family members from two or more generations of a family, and 
it usually happens in a family-owned business (e.g., hiring relatives or grandchildren). 
The term paired employees refers to the husband-and-wife relationship in the office. This 
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form has been more controversial in the business world in light of increased dual-career 
couples who find themselves applying for work at the same organization. Due to 
increased work-family conflicts among dual-career couples, Padgett and Morris (2005) 
questioned an anti-nepotism policy and so did Reed (1988) who believed that dual-
career couples better balanced work and family when they were significant actors in the 
workforce. 
 
Similar to nepotism is cronyism. Arasli and Tumer (2008) explained that the original 
definition of cronyism was: 
 
Cronyism is defined as giving preference to politicians, particularly to cronies, which 
means close friends, especially as evidenced in the appointment of hangers-on office 
without regard to their qualifications. (Arasli & Tumer, 2008, p. 1239). 
  
Thus, cronyism refers to one type of favoritism shown by the supervisor to subordinates 
based on their relationship (Khatri & Tsang, 2003). As a result, qualifications and merits 
have less impact on hiring, staffing, and career development decisions; special privileges 
are given to friends, spouses, and relatives. Similar to nepotism, cronyism has negative 
effects on human resource management practice in recruitment and selection due to 
these strong family or social ties between the candidates and the hiring authority.   
 
Shapiro and Stefkovich (2011) proposed four different lenses in ethics to help people 
deal with ethical challenges: justice, critique, care, and the profession. In this study, we 
asked several questions to examine this issue from four ethical paradigms. First, do laws 
and rights focus on favoritism in the United States? Second, what is the perspective on 
inequities? Third, what are the benefits of favoritism? Last, what are the professional 
ethics on this issue?  
 
The Ethics of Justice on Favoritism 
 
Ford and McLaughlin (1986) found that approximately 40% of companies in the United 
States have some sort of formal policy or regulation against nepotism; 60% even have 
informal policies due to concerns about negative attitudes toward and ethical dilemmas 
relating to this type of favoritism (Padgett & Morris, 2005). Even though the number 
shown by Ford and McLaughlin (1986) was reported about two decades ago, the ethical 
debate about favoritism still continues in today’s workplace.  
 
The Center for Ethics in Government introduced the general ideas of nepotism 
restrictions and ethical concerns across 50 states in early 2012 (50 State Table: 
Nepotism Restriction for State Legislators, n.d.). A table in the Center’s report showed 
that 28 out of 50 states in the United States do not have specific nepotism restrictions 
either codified in state statutes or incorporated in state hiring policies. Taking 
Pennsylvania as an example, the report showed no general ethical considerations of 
nepotism and no specific prohibitions in the statutes. Further, the report showed that: 
 
The Management Directive provides a guideline saying that legislators shall not 
exercise direct and immediate supervisory authority over a family member. The PA 
Ethics Commission can view the following language has a nepotism prohibition, “no 
member shall participate as a principal in any transaction involving the 
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Commonwealth or any Commonwealth agency in which he, his spouse or child, has a 
substantial personal economic interest” (Pa. Cons. Stat. 143.5(C)). 
 
Until 2012, 22 U.S. states did not appear to view nepotism as an ethical concern and 28 
other states either have laws or ethical concerns. For example, Alaska has nepotism 
restrictions in its statutes and constitution: 
 
Individuals related to a legislator, including spousal equivalents, may not be 
employed for compensation during session by an agency established in AS 24.20 by 
the house in which the legislator is a member, during the interim in either house, or, 
whether for compensation or not, by the committee. 
 
This unbalanced chaos may raise some debate among and dilemmas for leaders. 
Padgett and Morris (2005) also claimed that nepotism has both positive and negative 
effects on employees and customer satisfaction levels. Thus, it is important to look at 
anti-nepotism policies or laws from the perspective of inequalities. The ethics of critique 
is an appropriate lens through which to see favoritism as it affects social class and 
related inequities (Shapiro & Stefkovich, 2011). 
 
The Ethics of the Critique on Favoritism 
 
In the beginning, the purpose of an anti-nepotism policy in the workplace was to limit 
possible consequences stemming from having two related people work in the same 
organization (Werbel & Hames, 1996). For example, employees may perceive inequities 
in working with paired-employees in the office. Ford and McLaughlin (1986) claimed that 
the perception of inequities could lead to unfavorable interpersonal relationships 
between paired employees and their coworkers. Furthermore, morale and group 
performance may be affected negatively. 
 
Additionally, there are two main reasons to oppose nepotism — both have to do with 
ethical issues in health care. According to Chervenak and McCullough (2007), these are 
incompetence and personal interest in power. They explained that unqualified or barely 
qualified physicians or trainees who benefit from nepotism in the hiring process may 
increase the number of unnecessary risks to patients’ health and lives. Even though the 
new hires are fully qualified, there are still concerns about power structure and personal 
interests behind the nepotism. Its presence may sometimes change morale and 
productivity in the current work group as Ford and McLaughlin (1986) claimed. 
 
So, is nepotism a negative influence in the workplace? This has been the subject of 
debate since the 1960s. Ewing (1965) offered the results of a 2,700-participant survey 
in the Harvard Business Review, finding that: (a) nepotism does not have a good image 
in the business world, except in the family-owned business; (b) nepotism will discourage 
outsiders from seeking employment in the company and affect the morale and behavior 
of current employees; (c) managers will have a growing sense of professionalism when 
they deal with nepotism in the workplace; and (d) nepotism is much more acceptable 
when companies face specific problems and situations. The ethics of care may help us 
to perceive favoritism from a caring aspect and to make moral decisions (Shapiro & 
Stefkovich, 2011) — thus, it is important to examine the potential benefits of favoritism 
in the ethical decision-making process. 
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The Ethics of Care on Favoritism 
 
Nepotism may bring unintentional consequences and yet may be viewed as a strategy for 
retaining or hiring a key person for a leadership position (Chervenak & McCullough, 
2007). For example, if a spouse is fully qualified for a position and his or her 
appointment is linked to legitimate interests, the second hire will be made by the hiring 
authority in order to attract the right individual to the position. Werbel and Hames (1996) 
pointed out three possible limitations in anti-nepotism practices: (a) one of the paired 
employees who meets in the company and then gets married may be asked to leave due 
to the anti-nepotism policy; (b) an employee may have difficulties making career 
decisions when international assignments, a relocation, or a new job offer conflict with 
family interests; and (c) it is difficult for employers to coordinate a dual-career couple’s 
career development when they are employed in two separate organizations. 
 
Nevertheless, cross-generational nepotism may bring some benefits to a family-run 
business in some ways. Padgett and Morris (2005) shared a research finding which 
indicated that cross-generational nepotism offered a better relationship to the upper 
management. When a supervisor of a work group is one of the relatives of upper 
management, employees believe that their group will have a good relationship with 
administration. Also, Slack (2001) found that family-owned companies practice nepotism 
to keep companies “in the family”; usually these businesses performed better than non-
family-run companies. Two interesting findings came from Padgett and Morris (2005) 
and Werbal and Hames (1996): men are more negative toward hiring paired employees 
while women have more negative attitudes toward cross-generational nepotism in the 
hiring process. So, it is critical to examine favoritism from professional aspects. 
 
The Ethics of Profession on Favoritism 
 
In the business world, nepotism is a sensitive and inevitable issue toward which people 
usually have negative attitudes (Ewing, 1965; Padgett & Morris, 2005). This form of 
favoritism usually happens during the hiring, selection, staffing, and career development 
process; employers are significantly more likely to give privileges to relatives or spouses 
of current workers in the business context. Arasli and Tumer (2008) claimed that larger 
companies were more likely to hire employees’ relatives than small companies, but they 
also found that nepotism is more common in smaller firms.  
 
Compared to research conducted twenty years ago, recent studies emphasize the 
consequences of nepotism and cronyism, which include job satisfaction, organizational 
commitment, ingratiation, performance, morale, inertia, trust, and so on (Khatri, Tsang, 
& Begley, 2003; Melé, 2009). We listed several important consequences to help future 
leaders to understand the topic of favoritism from the broader view of professional 
ethics. 
 
Job Satisfaction 
 
Job satisfaction refers to the overall perception that employees see their work either 
favorably or unfavorably (Arasli & Tumer, 2008). In-group members are more likely to be 
satisfied with their job because of affective ties with their supervisors (Khatri & Tsang, 
2003). Outsiders in the work group may feel a sense of injustice when they believe that 
 VOLUME VIII • ISSUE I • WINTER/SPRING 2015 
 
 
 
 
 
 
60 
L
E
A
D
E
R
S
H
IP
  
personal connections are needed to be promoted (Hurley, Fagenson-Eland, & 
Sonnenfeld, 1997). Thus, the presence of nepotism and cronyism in the workplace may 
bring different degrees of satisfaction to in-group and out-group members. 
 
Organizational Commitment 
 
Another consequence of nepotism and cronyism is organizational commitment — that is, 
an individual worker’s identification with his/her organization reflects a psychological 
bond (Joo, 2010). An individual employee’s organizational commitment starts to develop 
once s/he is hired into the organization. His or her supervisor usually allocates tasks, 
evaluates, and rewards him/her. If widespread cronyism exists in the organization, 
individual workers may become stressed about showing loyalty to his/her supervisor 
rather than to the organization. In that case, organizational commitment may be lower if 
individual employees become insiders (Khatri & Tsang, 2003).   
 
Performance 
 
Incompetence and unqualified candidates are the main reasons for people’s negative 
images of nepotism and cronyism. Just as Chervenak and Laurence (2007) worried that 
unqualified personnel in health care might bring higher risks to patients, people who 
benefit from nepotism and cronyism in the hiring process are usually examined 
according to their performance by current members of the work group. 
 
In addition, cronyism and nepotism may exert several obvious influences on 
performance appraisal. Larson (1984) found that supervisors rarely give negative 
performance feedback to subordinates who hold positive relationships with them. If the 
relationship between supervisors and subordinates is close, the performance evaluation 
and rating are potentially higher than those for other out-group members (DeCotiis & 
Petit, 1978). Khatri and Tsang (2003) believed that those in-group members could 
receive artificially-inflated ratings on their performance appraisals, such that 
incompetence among these insiders tends to be covered up in the organization. In other 
words, such practices are unfair to other organizational members. 
 
Morale 
 
Similar to job satisfaction, morale may be seen as group satisfaction toward jobs and the 
organization. Benton (1998) believed that morale is a composite of every employee’s job 
satisfaction. Past research has shown that employees have negative attitudes toward 
nepotism and cronyism (Padgett & Morris, 2005; Werbel & Hames, 1996), with the 
resulting atmosphere changing the group dynamic and morale in several ways. One 
controversial issue in cronyism is trust. Sometimes virtuous behavior in the workplace 
can have a beneficial impact on creating trust via networking (Melé, 2009), but as 
mentioned before, personal loyalty to the person who holds political power can also 
move this in a negative direction. 
 
In the case of favoritism, insiders are more likely to experience higher morale due to 
intimate personal relationships. These people’s morale is fueled by rewards and 
promotions they receive in the organization. However, those people who do not have 
strong personal connections will only receive standard benefits from formal relationships 
with administrations. This unfair treatment can affect cooperation and a sense of 
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teamwork in the workplace (Khatri & Tsang, 2003). In the long term, out-group members’ 
feelings of alienation, powerlessness, and inequity due to the presence of favoritism 
toward in-group employees will erode morale — all because the relationship between 
performance and reward is weak in this organizational culture. 
 
Discussion and Conclusion 
 
Since 1965, ethical debates about nepotism and cronyism have been ongoing in the 
workplace. The review of literature on nepotism and cronyism offer a much clearer 
picture of these two forms of favoritism in the workplace. Using four ethical paradigms 
suggested by Shapiro and Stefkovich (2011), we found that favoritism has positive and 
negative consequences and concerns.  
 
From the perspective of professional ethics, both cronyism and nepotism bring some 
negative impacts to organizations, such as job satisfaction, performance, morale, and 
organizational commitment. But, we also noticed that nepotism may work as a hiring 
strategy for some positions, while cronyism may benefit in-group members if supervisors 
manage morale well. Moreover, only 22 out of 50 states in the U.S. had written 
restrictions on nepotism in early 2012 — this is another issue to which we should pay 
more attention.  
 
In conclusion, the purpose of this study was to examine favoritism through different 
ethical lenses and according to today’s circumstances. We believe that much more 
research is still needed on this topic to increase understanding of nepotism and 
cronyism in Eastern and Western cultures. Further, a comparison of attitudes toward 
favoritism in both governments and industries would be helpful. While there is no right or 
wrong in ethical dilemmas, it is important to understand favoritism’s different aspects. 
 
 
 
 
References 
 
50 State Table: Nepotism Restrictions for State Legislators. (n.d.). Retrieved April 24, 
2012, from http://www.ncsl.org/legislatures-elections/ethicshome/50-state-table-
nepotism-restrictions.aspx. 
 
Allen, N. J., & Meyer, J. P. (1990). The measurement and antecedents of affective, 
continuance, and normative commitment to the organization. Journal of 
Occupational Psychology, 63, 1–18. 
 
Arasli, H., & Tumer, M. (2008). Nepotism, favoritism and cronyism: A study of their 
effects on job stress and job satisfaction in the banking industry of north Cyprus. 
Social Behavior & Personality: An International Journal, 36(9), 1237–1250. doi: 
10.2224/sbp.2008.36.9.1237. 
 
Benton, D. A. (1998). Applied human relations: An organization and skill development 
approach. Saddle River, NJ: Prentice-Hall. 
 
 VOLUME VIII • ISSUE I • WINTER/SPRING 2015 
 
 
 
 
 
 
62 
L
E
A
D
E
R
S
H
IP
  
Chervenak, F. A., & McCullough, L. B. (2007). Is ethically justified nepotism in hiring and 
admissions in academic health centers an oxymoron? Physician Executive, 33(5), 
42–45. 
 
DeCotiis, T., & Petit, A. (1978). The performance appraisal process: A model and some 
testable propositions. Academy of Management Review, 3, 635–646. 
 
Dewey, J. (1902). The School and Society. Chicago, IL: University of Chicago Press. 
    
“Ethic.” Merriam-Webster.com. http://www.merriam-webster.com (8 April 2012). 
 
Eisenberger, R., Huntington, R., Hutchison, S., & Sowa, D. (1986). Perceived 
organizational support. Journal of Applied Psychology, 71(3), 500–507. 
 
Ewing, D. W. (1965). Is nepotism so bad? Harvard Business Review, 43(1), 22–160. 
 
Ford, R., & McLaughlin, F. (1986). Nepotism: Boon or bane. Personnel Administrator, 31, 
79–89. 
 
Graen, G. B. & Cashman, J. (1975). A role-making model of leadership in formal organizations: A 
developmental approach. In J. G. Hunt & L. L. Larson (Eds.), Leadership Frontiers, Kent, OH: 
Kent State University Press. 
 
Graen, G. B., & Uhlbien, M. (1995). Relationship-based approach to leadership development of 
leader-member exchange (LMX) theory of leadership over 25 years applying a multilevel 
multidomain perspective. Leadership Quarterly, 6(2), 219–247. 
 
Goffee, R., & Jones, G. (1996). What holds the modern company together? Harvard Business 
Review, 74 (6), 133–148. 
 
Goman, C. K. (1991). The loyalty factor: Building trust in today's workplace. New York, NY: Master 
Media. 
 
Hurley, A. E., Fagenson-Eland, E. A., & Sonnenfeld, J. A. (1997). Does cream always rise to the 
top? An investigation of career attainment determinants. Organizational Dynamics, 26(2), 
65–71. 
 
Joo, B. (2010). Organizational commitment for knowledge workers: The roles of perceived 
organizational learning culture, leader-member exchange quality, and turnover intention. 
Human Resource Development Quarterly, 21(1), 69–85.   
 
Khatri, N., & Tsang, E. W. K. (2003). Antecedents and consequences of cronyism in 
organizations. Journal of Business Ethics, 43(4), 289–303.  
 
Khatri, N., Tsang, E. W. K., & Begley, T. M. (2003). Cronyism: The downside of social 
networking. In Academy of Management Proceedings (pp. C1–C6). Presented at the 
Academy of Management Proceedings, Academy of Management. 
 
Larson, J. R., Jr. (1984). The performance feedback process: A preliminary model. Organizational 
Behavior and Human Decision Process, 33, 42–76. 
 
Liden, R. C., Sparrowe, R. T., & Wayne, S. J. (1997). Leader-member exchange theory: The past 
and potential for future. Research in Personnel and Human Resource Management, 15, 47–
119. 
 
Melé, D. (2009). The practice of networking: An ethical approach. Journal of Business Ethics, 90, 
487–503.  
 
  
 
 
 
 
 
JOURNAL OF VALUES-BASED LEADERSHIP 
 
 
 
 
 
 
63 
L
E
A
D
E
R
S
H
IP
 
Mowday, R., Steers, R., & Porter, L. (1982). Employee-organization linkages: The 
psychology of commitment, absenteeism, and turnover. New York, NY: Academic 
Press. 
 
Nepotism. (n.d.). In Merriam-Webster’s online dictionary. Retrieved from 
http://www.merriam-webster.com/dictionary/nepotism. 
 
Padgett, M. Y. & Morris, K. A. (2005). Keeping it “All in the family:” Does nepotism in the 
hiring process really benefit the beneficiary? Journal of Leadership & Organizational 
Studies, 11(2), 34–45. 
 
Reed, C. M. (1988). Anti-Nepotism rules and dual career couples: Policy questions for 
public personnel administrators. Public Personnel Management, 17(2), 223. 
 
Shapiro, J. P., & Stefkovich, J.A. (2011). Ethical leadership and decision-making in 
education: Applying theoretical perspectives to complex dilemmas (3rd ed.). New 
York, NY: Routledge. 
 
Slack, C. (2001). Breeding success. MBA Jungle, (September), 82–88. 
 
Trice, H. M. & Beyer, J. M. (1993). The Culture of Work Organizations. Englewood, NJ: 
Prentice-Hall. 
 
Werbel, J .D. & Hames, D. S. (1996). Anti-nepotism reconsidered: The case of husband 
and wife employment. Group & Organization Management, 21(3), 365–379. 
 
 
 
About the Author 
 
 
I-Pang Fu is a PhD candidate who specializes in HRD/OD, leadership, and learning 
technology in Workforce Education and Development at the Pennsylvania State 
University. I-Pang earned his M.Ed. in Human Resource Education at University of Illinois 
at Urbana-Champaign and his M.B.A. at the National Changhua University of Education in 
Taiwan. His research interests are: Competency-based Education, Leadership 
Competencies, Learning Technology, and Assessments.  
 
Since 2011, I-Pang has taught Leadership in Organizations and Leadership 
Competencies at Penn State. Currently, he is an Instructional Designer and Technologist 
in the Smeal College of Business at Penn State and is responsible for online course 
design and development. He can be contacted at 011 Business Building, University Park, 
PA, 16801; email: ipangfu@psu.edu. 
 
 
 
 
 
 
 
 
 
 VOLUME VIII • ISSUE I • WINTER/SPRING 2015 
 
 
 
 
 
 
64 
L
E
A
D
E
R
S
H
IP
  
 
Introduction 
 
While the leadership literature is quite vast, very few 
writings explore the psychological, philosophical, ethical, 
and spiritual underpinnings of leadership function with 
reference to a particular wisdom text in a concerted 
manner. In this article, the author employs hermeneutics,2 
a qualitative methodology involving the interpretation of 
wisdom literature and philosophical texts, to the Bhagavad 
Gi ̄tā, to draw important leadership lessons. The Gi ̄ta ̄ 
contains timeless leadership lessons for contemporary 
organizations. The modern leadership concepts such as 
vision, motivation and empowerment, self-awareness, self-
mastery, excellence in work, importance of ethical means 
in achieving righteous ends, attaining meaning and 
fulfillment at work, service before self, wellbeing of all 
beings, are all lucidly discussed in the Bhagavad Gīta ̄. 
Likewise, we find that many contemporary leadership 
constructs such as authentic leadership, servant leadership, and values-based 
leadership, were already discussed, in the Bhagavad Gīta ̄ thousands of years ago. The 
Gi ̄tā is a non-sectarian spiritual text with a universal message. 
 
From Battlefield to Boardroom  
 
It has been observed that the Bhagavad Gi ̄ta ̄ is as relevant in the boardrooms of the 
twenty-first century as it was on the battlefield of ancient times.3  Within the compass of 
                                                 
1
 Partially based on a chapter from author’s forthcoming book Gandhi and Leadership: New Horizons in Exemplary 
Leadership (New York: Palgrave-Macmillan, 2015) and author’s co-edited book Leading Spiritually: Ten Effective 
Approaches to Workplace Spirituality (New York: Palgrave-Macmillan, 2014). 
2 Originally an approach used for the interpretation of ancient and biblical texts, hermeneutics has over time been applied to 
the human sciences more generally.  Hermeneutics as an interpretive methodology of understanding has much to offer those 
interested in qualitative inquiry, and is especially suitable for work of a textual and interpretive nature. Given that the 
emphasis in qualitative research is on understanding and interpretation as opposed to explanation and verification, the 
connection between qualitative research and hermeneutic thought becomes self-evident. Hermeneutics employs the art of 
interpretation, and the transformative possibilities within, to seek in-depth understanding of a key text. 
See Kinsella, Elizabeth Anne (2006). Hermeneutics and Critical Hermeneutics: Exploring Possibilities within the Art of 
Interpretation. Forum Qualitative Sozialforschung / Forum: Qualitative Social Research, 7(3), Art. 19, Retrieved: Oct. 10, 
2014. url: http://nbn-resolving.de/urn:nbn:de:0114-fqs0603190. 
3
 Debashis Chatterjee, Timeless Leadership: 18 Leadership Sutras from the Bhagavad Gītā (New Jersey: John Wiley & 
Sons, 2012). Front flap matter. 
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18 dynamic chapters, it unfolds the whole spectacle of human drama full of challenges 
met, victories won, and freedom attained. It teaches us how to emerge from a state of 
utter apathy, gloom, sorrow, and dejection to a state of perfect engagement, 
understanding, clarity, wisdom, renewed strength, and triumph. The Bhagavad Gīta ̄ (a 
part of the great Indian epic — the Maha ̄bha ̄rata) can be approached as a powerful tool 
for change management and as a catalyst for organizational transformation. It teaches 
us how to harmonize the needs of the individual with the needs of society, and by 
extension, how to harmonize the needs of employees and the organization.  It employs 
an inside-out leadership development approach based on self-knowledge and self-
mastery, the two highly important areas for practicing true self-leadership. The Gi ̄ta ̄ is a 
non-sectarian spiritual text with a universal message. 
 
The Gīta ̄ contains timeless leadership lessons for the contemporary organizations. 
Modern leadership concepts such as vision, motivation and empowerment, self-
awareness, self-mastery, excellence in work, importance of ethical means in achieving 
righteous ends, attaining meaning and fulfillment at work, service before self, wellbeing 
of all beings, are all lucidly discussed in the Bhagavad Gi ̄tā. Likewise, many 
contemporary leadership constructs such as authentic leadership, servant leadership, 
and values-based leadership, were already discussed, albeit notionally, in the Bhagavad 
Gi ̄tā thousands of years ago. The message of the Gi ̄tā fosters holistic development of 
human personality within all of its dimensions (physical-psychological, emotional, 
intellectual, and spiritual) by providing guidance about the three essential spiritual 
practices: “training the mind,” “transforming the passions,” and “guarding the heart.”4 
 
The Bhagavad Gīta ̄, the classic Hindu scripture par excellence, holds a special place in 
the world’s sacred literature. It has wielded an enduring influence on the spirit of 
humankind. Noting its widespread appeal and popularity, Robert N. Minor, a modern 
exegetical commentator, states that the Bhagavad Gi ̄ta ̄ has become “the most 
translated text after the Bible.” 5  Count Hermann Keyserling, a German philosopher, 
hailed it as “perhaps the most beautiful work of the literature of the world.” 6 Maha ̄tmā 
Ga ̄ndhī, who referred to the Gīta ̄ as his “spiritual dictionary,” wrote: “When 
disappointment stares me in the face, and all alone I see not one ray of light, I go back to 
the Bhagavad Gi ̄ta ̄. I find a verse here and a verse there and I immediately begin to smile 
in the midst of overwhelming tragedies — and my life has been full of external tragedies 
                                                 
4
 This conforms to the threefold disciplines enunciated in various Indian wisdom texts— Path of Knowledge (Jña̅nayoga), 
the Path of Action (Karmayoga), and the Path of Devotion (Bhaktiyoga). Madhusudana Saraswati, a preeminent 
commentator, divides the Gītā into three sections of six chapters, each section dealing successively with Karmayoga, 
Bhaktiyoga, and Jñānayoga, the first leading to the second and the second to the third. (Gambhīrānanda, 1984, p. 21) 
Another sacred text provides the following order of spiritual disciplines: 
  Yōgās trayo mayā proktā narrnām shreyo-vidhitsaya; 
    Jñānam karma ca bhaktis ca na upāyaḥ anyo asti kutracit.’ 
      (Śrīmad Bhāgavatam 11.20.6) 
[I have enunciated three paths for those who want to attain spiritual welfare—the Path of Knowledge (Jñānayoga), the Path 
of Selfless Actions (Karmayoga), and the Path of Devotion (Bhaktiyoga). Besides these three, there is absolutely no other 
path for the spiritual advancement of human beings.] 
5
 Robert N. Minor, Bhagavad-Gītā: An Exegetical Commentary (Columbia, MO: South Asia Books, 1986), 5. 
6
 Cited in Will Durant, The Case for India (New York: Simon and Schuster, 1930), 6. 
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— and if they have left no visible, no indelible scar on me, I owe it all to the teachings of 
the Bhagavad Gi ̄tā.”7  
 
Old Text, New Context 
 
Although traditionally interpreted as a religious-spiritual text, the Gīta ̄ encompasses great 
practical leadership lessons for modern times. Peter Senge, one of the key management 
thinkers of our time, has quoted the Gi ̄ta ̄ in two of his celebrated books, namely, Fifth 
Discipline and Presence. The Gīta ̄ unfolds as an infallible guide for those higher order 
leaders who externally live a life of full engagement in the world, while internally always 
remaining steadfastly anchored in the wisdom of their Higher Self. Its non-sectarian, 
universal message speaks endearingly to people from all walks of life who are in search 
of abiding answers to the fundamental questions of life.  
 
The Gi ̄tā is universal in its message, comprehensive in its outlook, and concrete in its 
suggestions. It is a non-sectarian spiritual text with a universal message, completely free 
from sectarian dogma. As Scott Teitsworth has rightly observed: 
 
There is no vengeful God in it, only a benign and loving principle, called Brahman, or 
the Absolute. It is replete with the finest spiritual advice tendered without 
compunction or guilt….There are no chosen or cursed souls, only more or less 
damaged and confused ones. The game here is to rectify the damage and dispel the 
confusion with clear thinking and action….In learning from the Gita, we have to find 
and express our own inner motivation.8 
 
It is important to remember that though in its ultimate bidding, the Gi ̄ta ̄ is essentially a 
manual for spiritual freedom (mokṣa shastra) — as Śaṅkara ̄carya, its greatest 
commentator and exponent reminds us — however, in its practical aspect, it is also a 
great manual for living and not an esoteric treatise on spirituality.  As A. Parthasarathy 
has rightly noted, “The Bhagavad Gi ̄ta ̄ is a technique, a skill for dynamic living, not a 
retirement plan.”9 
 
At what point of one’s life one should pursue the goal of mokṣa or self-realization? Many 
believe that spiritual quest is something to be pursued during the last phase of one’s life. 
Dispelling this popular notion, Gandhi tells us in his autobiography that people had a 
“superstition” that self-realization could be attained only in the last stages of life. Those 
who deferred it until then attain not self-realization, but “a second and pitiable childhood 
living as a burden on this earth.”10 
 
Understanding the Fundamental Problem11 
 
                                                 
7
 Cited in S. Radhākrishnan, The Bhagavad Gītā: With an Introductory Essay, Sanskrit Text, English Translation, and Notes 
(London, Great Britain: George Allen and Unwin, Ltd., 1958), 10. 
8
 Scott Teitsworth, The Path to the Guru: The Science of Self-Realization according to the Bhagavad Gita (Rochester, 
Vermont, Inner Traditions, 2014), 3-4. 
9
 A Parthasarathy cited in Dennis Waite, Back to the Truth: 5000 Years of Advaita (Winchester, UK: John Hunt Publishing, 
Ltd., 2007), 519. 
10
 M. K. Gandhi, An Autobiography: The Story of My Experiments with Truth (New York: Dover Publications, Inc., 1983), 
302. 
11
 These opening observations about our quest for happiness are primarily inspired by Swāmī Paramārthānandajī’s 
discourses on the Bhagavad Gītā and other texts and sub-texts of Vedāntā. 
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The fundamental seeking of all human beings is security, peace/happiness, and 
liberation. All human pursuits can be essentially reduced to these three basic endeavors. 
More often, we tend to search for these goals among external sources such as objects, 
people, and situations. However, we soon discover that no lasting peace and security 
can be found in external things because, in their ultimate bidding, they are transient, 
unpredictable, unreliable, and subject to constant change.  
 
By gently pointing out that our whole problem is a misdirected search due to self-
ignorance, the Gi ̄ta ̄ tells us that the only place where permanent and complete 
happiness and fulfillment can be found is within ourselves.  The Gi ̄tā tells us that no level 
of external objects, attainments, and knowledge can remove the gnawing sense of self-
inadequacy except self-knowledge of the fullness of our being and help us attain a sense 
of intrinsic fulfillment. The Gi ̄ta ̄ further explains that it is the self-ignorance that covers 
our intrinsic fullness of being and only self-knowledge can lift the veil and lead us to the 
eternal fountain of abiding security, peace, and happiness that lies within us all. We 
finally make the pleasant discovery that searching for peace is like searching for one’s 
glasses everywhere when they have been perched on our nose all along. Interestingly, 
we even tend to forget that we have been searching for them while unknowingly looking 
through them!  
 
The journey therefore is more of the nature of a “re-discovery” than a fresh “discovery.”  
 
From Self-ignorance to Self-knowledge 
 
The Gi ̄tā teaches us that the fundamental human problem is the lack of self-knowledge 
and the resultant extroverted-ness of our search for happiness and the mistaken way we 
relate to the world. In all our quests, we approach people, objects, and situations through 
the prism of our likes and dislikes (ra ̄ga-dvēṣa) which leads to attachment or aversion. 
Attachment leads to sorrow and sorrow leads to delusion which in turn compounds our 
misery.  
 
When the self-knowledge (a ̄tam-jña ̄na) dawns, we realize that whatever we have been 
seeking is already within us. It is in fact our own very nature or self.  J. Krishnamurti once 
said, “Truth is a pathless land.”12 This pithy, enigmatic quote does not really mean that 
there is no path to truth; rather it signifies that we are already the truth that we are 
seeking. Since there is no separation from the truth (Reality) to begin with, no path is 
really needed. Thus, self-realization is a matter of “recognizing” what “Is,” a matter of 
attaining the ever-attained (pra ̄ptasya-pra ̄pti). It is not a problem of “becoming;” it is a 
problem of “being.” It is a journey from “here” to “here.” Scott Teitsworth puts it 
succinctly:  
 
In Vedanta — the philosophical system of the Gita and is close cousins, the 
Upanishads — everyone and all things are the Absolute in essence, and the seeker’s 
                                                 
12
 This is the historic statement that Krishnamurti made when he dissolved “The Order of the Star in the East” that was 
founded in 1911 to proclaim the coming of the World Teacher. Krishnamurti was made Head of the Order. On August 3, 
1929, the opening day of the annual Star Camp at Ommen, Holland, Krishnamurti dissolved the Order before 3000 
members. This was the title of his speech. The full speech can be found at the following URL (retrieved October 3, 2014): 
http://www.jkrishnamurti.org/about-krishnamurti/dissolution-speech.php. 
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path such as it is, is to come to know this truth. It is a path that begins and ends right 
where we are.13 
 
The Gīta ̄ identifies ka ̄ma, a state of constant desiring and wanting, as life's fundamental 
problem. This constant feeling of lack springs from a mistaken sense of inadequacy 
about one’s self. This leads to running constantly towards objects to fulfill the sense of 
incompleteness. The fascination for an object (vishaya) thinking that it can give security 
and happiness is called shobhana adhyasa in Veda ̄nta ̄. The proper resolution of this 
problem is to be found in the understanding oneself, through self-inquiry and 
contemplation, to be the full and complete self (a ̄tman).  Such knowledge enables one to 
act in the world from a deep sense of peace and inward fulfillment.  
 
Self-knowledge transforms our motivation and liberates us from the narrow confines of 
selfish action to the freedom of serving others. Through this re-discovery of our intrinsic 
freedom, we are also able to experience the calm bliss of the fullness of our Self and 
intuit the harmonious oneness of all existence. When the false divisions and distinctions 
based on our narrow personal likes and dislikes disappear, we are able to extend our 
benevolence without preference or prejudice in all directions and our very existence 
benefits the whole universe. Our very existence then becomes an offering to the 
Supreme, a celebration to the Whole.  And our feet get firmly planted on the path that 
leads to peace, happiness, and liberation. The teachings of the Gi ̄ta ̄ gently guide us 
toward this summum bonum of all human quests and pursuits.  
 
Ethics: The Very Foundation of Human Conduct 
 
In the scheme of the Bhagavad Gi ̄tā, ethical conduct (dharma) furnishes the essential 
foundation for the quest for spiritual freedom. The scriptures do not cleanse the ethically 
impure. It is interesting to note that the very first letter of the first word of the first verse 
(śloka) of the Gi ̄tā — “dharmakṣetre” (1.114) — and the very last letter of the last word of 
the last śloka of the Gi ̄ta ̄  — “mama’”(18.78) — virtually form the word “dharma.” Hence, 
the dharma (lit., that which supports or sustains) is the province of the entire Gi ̄ta ̄! The 
opening words of the Gi ̄ta ̄ (1.1) are: dharmakṣetre kurukṣetre. Kurukṣetre literally 
means “the field of actions.” And dharmakṣetre means that basic principle that sustains 
everything. So, the Gītā is about the domain of our actions, actions guided by the law or 
principle that sustains everything within the cosmic sphere.  
 
In the Gīta ̄’s terminology, the performance of actions selflessly as a service or as an 
offering to the Supreme sustains the cosmic system. In turn, such actions purify the 
mind and make it a fit vessel for the reception of Self-Knowledge which alone is the true 
means to spiritual freedom. Śri ̄ Kṛṣṇa, the teacher Par Excellence in the Gi ̄tā, does not 
merely want to make us philosophically learned only but to help us realize the Truth 
experientially — not to merely instruct but to make us truly wise and free.   
 
                                                 
13
 Scott Teitsworth, The Path to the Guru: The Science of Self-Realization according to the Bhagavad Gita (Rochester, 
Vermont, Inner Traditions, 2014), 11. 
14
 All quoted verses are stated in this manner: chapter and verse number. Therefore, the number “1.1” denotes chapter one, 
verse one of the Gita. All translations of the quoted Sanskrit words or (partial) verses are by the author. 
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Thus, underscoring the role of ethics in life, the Gi ̄ta ̄ upholds a vital competency that is 
sorely needed in modern corporate world plagued by rampant financial frauds and 
inveterate moral ineptitude. It has been rightly observed that “ethics lies at the very 
heart of leadership.”15  As Al Gini has pointed out, “…without the witness of moral 
leadership, standards of ethics in business and organizational life neither emerge nor be 
sustained.”16 When leaders forget this vital point leadership regenerates into a 
narcissistic pursuit of self-aggrandizement to the detriment of the society.  In the final 
reckoning, “the only true leadership is values-based leadership.”17  
 
The spirituality of the Gi ̄ta ̄ is firmly rooted in the ethical values. There is no progress on 
the path of spirituality if there is no harmony and unity between our vichāra (thought 
process) and a ̄chāra (conduct). Without ethical purity, the true message of the Gi ̄tā will 
elude us. Gandhi who made his life his message believed that one needs to observe five 
disciplines to arrive at the correct understanding of the interpretation of the Gīta ̄: 
 
But you must approach it with the five necessary equipments, viz., ahimsa (non-
violence), satya (truth), brahmacharya (celibacy), aparigraha (non-possession), and 
asteya (non-stealing).  Then and then only will you be able to reach a correct 
interpretation of it. And then you will read it to discover in it ahimsa and not himsa, as 
so many nowadays try to do.18  
 
These five disciplines are called yamas (abstentions) since they represent “moral 
restraints” or rules for living virtuously. These rules can be very effective in the workplace 
to create an atmosphere of amity and harmony. Practicing these abstentions, however, 
does not equal becoming “ineffectual” or allowing ourselves to be taken advantage by 
others. Commenting on these five yamas, Swami Prabhavananda and Christopher 
Isherwood have rightly noted, “We must think of ourselves as the servants of the 
mankind, and be ready to put ourselves at the disposal of those who need us. It does not 
mean, however, to lend ourselves to the evil purposes of others …The truly helpful man 
is like public trolley car, available to all who care to use it, but travelling, nevertheless, 
along a fix route to its destination.”19 
 
From Apathy to Engagement 
 
The Gi ̄tā starts with temporary apathy (na yotsya: 2.9) on the part of its warrior hero, 
Arjuna, and ends with his promise for full engagement (kariṣye vacanaṃ tava: 18.73) in 
the fulfillment of his duty. Thus, Śri ̄ Kr ̣ṣṇa demonstrated leadership qualities in evolving 
and guiding Arjuna to successful engagement in the just war. The whole Gi ̄ta ̄ is 
dedicated to enlighten us, through the example of Arjuna, about how to fully engage in 
                                                 
15
 Op. cit., Joanne B. Ciulla, ed., Ethics, The Heart of Leadership (Westport, CT: Praeger, 2004, Second edition), xv. 
16
 Al Gini, Moral Leadership and Business Ethics. In Joanne B. Ciulla, Ethics, The Heart of Leadership (Westport, CT: 
Praeger, 2004, 2nd ed.), 43. 
17
 Harry M. Jansen Kraemer Jr., From Values to Action: The Four Principles of Values-Based Leadership (San Francisco: 
Jossey-Bass, April, 2011). See also: James O’Toole, “Notes Toward a Definition of Values-Based Leadership,” The Journal 
of Values-Based Leadership, 2008, Vol. 1: Iss. 1, Article 10, p. 4. 
18
 Cited in Raghavan Iyer, The Essential Writings of Mahatma Gandhi (New Delhi: Oxford University Press/Oxford India 
Paperbacks, 2012), 69. 
19
 Swami Prabhavananda and Christopher Isherwood, How to Know God: The Yoga Aphorisms of Patanjali (Hollywood, 
CA: Vedanta Society, 1953/2007), 148-149. 
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our duties efficiently, effectively and ethically while at the same time ensuring our 
highest goal, i.e., spiritual freedom (nissreyas). Through the practice of selfless work 
(nishka ̄m karma) for the well-being of all beings (sarvabhūtahite: 5.25) and by 
developing steadfast wisdom, the Gi ̄tā teaches us how to discover the sacred in life while 
remaining fully engaged in the secular activities.20  
 
Thus, the key lesson the Gi ̄ta ̄ teaches us is how to transition from the state of inertia to 
one of righteous action, from the state of alienation to a state of self-confidence in the 
ultimate victory of ethical action. By leading from within, Śri ̄ Kṛṣṇa inspires the warrior 
hero Arjuna to engage in his rightful duty by cultivating mental equilibrium and objectivity 
to deal with any situation or crisis. The Gi ̄tā's ideal is not indifference to the world but 
love and compassion born out of the identity of oneself with all beings. 
 
The Setting: Doing the Right Thing 
 
The Gīta ̄ starts with the classic management dilemma: What is the right thing to do? 
Although Arjuna had agreed to undertake the challenge of a just war, fully aware of the 
gravity and the implications of the situation, at the final hour when the battle was just 
about to begin, he realizes the terror of the situation — that in this war, he has to shot 
arrows at his close relatives and teachers. His warrior nature is overcome by faint 
heartedness and his mind becomes confused about his allotted duty 
(kārpaṇyadoṣopahatasvabhāvaḥ…dharmasaṃmūḍhacetāḥ: 2.7).  Arjuna beseeches Śri ̄ 
Kṛṣṇa to guide him about the best course of action (yac chreyaḥ syān niścitaṃ brūhi tan 
me: 2.7) as he does not see any way out of this grief which was drying up his senses 
(ucchoṣaṇam indriyāṇām: 2.8).   
 
Warren Bennis, a preeminent leadership scholar has observed, “Leaders are people who 
do the right thing; managers are people who do things right.”21  While this may be bit of 
an oversimplification — since both leaders and managers need to do things right as well 
as do the right thing — doing the right thing remains the perennial leadership challenge.  
But doing the right thing presupposes knowing what right thing is in the first place. This 
is exactly the point where the Gītā begins. What is the highest right thing to do in any 
given situation? Surely, answer to this enigmatic question holds the keys to many a 
management conundrums. And the Gi ̄ta ̄ is an extended Ode to the attainment of the 
ultimate, the highest good (nissreyas) — the knowledge of our oneness with the Ultimate 
Reality (a ̄tma-jña ̄nam which is Brahma-a ̄tma-aikyam).  
 
Mind: Our Greatest Friend and Foe 
 
The Gīta ̄ reminds us that an unruly mind is our greatest foe and a stable mind is our 
greatest friend. Hence the Gīta ̄ places great emphasis on self-restraint and mental 
discipline. It is a common knowledge that mental strength and determination are the 
keys to leadership success; for leaders who are mentally weak and wayward cannot 
achieve a durable organizational vision or mission.  
 
                                                 
20
 Satinder Dhiman, trans., Sahaja-Gītā: The Essential Gītā, p. 14. 
21
 Warren Bennis, An Invented Life: Reflections on Leadership and Change (New York: Perseus Books Group, 1994), 78. 
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One of the hallmarks of unrestrained mind is a life given to selfish desire, anger, and 
greed. The Buddha also warns his disciples of these three mental traps. All wisdom 
traditions of the world are in agreement on this point that the self-centered desire is the 
source of all sorrow and evil. The Gi ̄tā calls desire, anger and greed as triple gates of 
hell. It clarifies that the (unsatisfied) desire is the cause of greed as well as anger. The 
reason the Gi ̄tā lays so much importance on curtailing the desires is because all evil 
proceeds from self-centered desires. A person who is selfish cannot serve others. Such a 
person becomes a bane to the society. Therefore, a leader must first conquer desire if he 
or she is to serve others. 
 
These three traps are present in every dysfunctional organization manifested to the 
highest degree in its leaders.  Elsewhere, Kr ̣ṣṇa explains that attachment breeds desire, 
and from desire (unfulfilled) ensues anger; anger clouds judgment and when judgment is 
beclouded, reasoning power is lost; and with the loss of reasoning one falls from one’s 
status as human being (2.62-63). A leader should, therefore, manage his anger well and 
should not let anger gain control over him. Mastering the emotion of anger is a not an 
easy task as many sages of past and present have reminded us. As Aristotle has deftly 
noted, “Anybody can become angry, that is easy; but to be angry with the right person, 
and to the right degree, and at the right time, for the right purpose, and in the right way, 
that is not within everybody's power and is not easy.”22 
 
Many methods are recommended to control the anger, with varying degrees of 
effectiveness. Most people recommend the delay tactic — to not to respond at all in the 
heat of anger. That is effective only if one remembers to not forget this counsel of 
perfection at the onset of anger. Gi ̄ta ̄ says that to control anger, we need to pay attention 
to its root cause. Anger arises when someone stands in the way of our object of 
(unfulfilled) desire. And attachment to things, ideas, and opinions lie at the root of 
desire. Basically, to control anger, we should first guard and calm our mind. If our mind 
remains in a state of calm then no negative emotions can arouse in it. To be peaceful at 
mind, the easiest way is that we let our mind dwell within our own inner nature rather 
than all the time hankering outside after the worldly objects.  
 
We should also consider cultivating a daily practice of some form of meditation, since in 
meditation mind becomes naturally calm and tranquil. One needs to be patient with 
oneself as well as with others.  Practicing loving-kindness and forgiveness toward all also 
help us develop understanding and tolerance. One of the most effective techniques to 
manage anger is to keep in mind the acronym “F.I.R” denoting frequency, intensity, and 
recovery. To manage anger effectively, we have to patiently work on reducing the 
frequency of the anger, its intensity, as well as the recovery period.23  
 
The Ultimate Recipe for Self-Leadership 
 
                                                 
22
 Quoted from Edith M. Leonard, Lillian E. Miles, and Catherine S. Van der Kar, The Child: At Home and School (New 
York, American Book Co.:1944), 203. 
23
 Swāmī Paramārthānanda, “The Spiritual Journey: Guru Purnima Talk 2008.” Retrieved: Oct. 5, 2014. 
http://www.vedanta.gr/wp-content/uploads/2013/03/SwParam_GP2008_Spiritual-Journey_ENA4.pdf. Also see: Swāmī 
Paramārthānanda. General Talks. Understanding Anger (#71) 
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If leadership is an extension of who we are, then leaders first need to manage 
themselves before they can aspire to lead others. Underscoring the importance of self-
leadership, the Bhagavad Gīta ̄ further stresses that an individual leader must uplift 
himself by his own self and he must not let himself be undermined when facing a crisis. 
Leaders must elevate themselves by their own self-efforts (uddhared ātmanātmānaṃ: 
6.5) and this requires a deep understanding of the workings of the mind. For one who 
has conquered the mind, the mind is the best of friends, but for one who has failed to 
control their mind, the mind will be the greatest enemy (ātmaiva hy ātmano bandhur 
ātmaiva ripur ātmanaḥ 6.5). An untrained mind is very weak and unstable and cannot 
carry out any task, let alone lead.  Arjuna told Śri ̄ Kr ̣ṣṇa that his mind was unsteady, 
restless, very powerful, and as difficult to control as the wind. Śri ̄ Kr ̣ṣṇa agreed that the 
mind is not easy to control, however, he said that it is possible to control the mind by 
constant practice and detachment or dispassion (abhyāsena…vairāgyeṇa ca: 6.35). 
 
Leaders need to employ their intellect effectively to direct their mind. In this regard, 
Katha Upaniṣad 1.3.3–4, another Indian wisdom text, likens the human body to a 
chariot (ratha kalpanā) to describe the position of individual Self (ātmā) vis-à-vis senses 
(indriya), mind (manas), and intellect (buddhi). Mind is the reins and the five senses are 
the horses. The objects perceived by the senses represent the chariot’s path. The 
intellect is the driver and the Self as the passenger acts as the enjoyer or sufferer in the 
association of the mind and senses. Whereas an ordinary leader is constantly driven by 
the wayward mind and unruly desires for sense objects, a wise leader uses the power of 
intelligence to discern between what is pleasant (preyas) and what is right (shreyas).  
 
In many respects, the Bhagavad Gi ̄tā is similar to the Katha Upanis ̣ad, the one from 
which some of the teachings of the Bhagavad Gi ̄tā are believed by many to have been 
drawn. Then the Katha Upanis ̣ad goes on to describe spiritual practice using a bow-arrow 
simile.  A seeker of the Truth should take the sacred syllable Ōṃ told in Upanis ̣ads as 
bow, the seeker's Self purified by constant meditation as arrow, Supreme Reality as 
target;  by pulling back the senses from their sense objects, with heedfulness, the seeker 
should become one with the Supreme Reality (Brahman) as the arrow in the mark 
(2.2.4). This is the great identity between the individual and the universal (Brahma-a ̄tma-
aikyam) spoken of in the Indian wisdom texts called Upanis ̣ads.  
 
This is the desideratum and the summum bonum of all human aspiration and quest.  
 
Leaders See Themselves as a Work-in-Progress 
 
This is what great leaders do — they see themselves as a work in progress, and they 
sculpt themselves to get progressively closer to their ideal form. And their impact on the 
world, as a result, grows exponentially. In a letter Mandela wrote from jail to his wife 
Winnie, he wrote, “Never forget that a saint is a sinner who keeps trying.”24 
 
What guidance does the Gi ̄ta ̄ provide in developing transformational leaders, leaders 
who lead from within and put service before self? The Gīta ̄ focuses on developing 
qualities of head and heart, entirely focusing on self-mastery. Before we can aspire to 
                                                 
24
 Hitendra Wadhwa, “Nelson Mandela and the evolution of great leaders,” Fortune Magazine, December 6, 2013. 
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lead others well, we need to manage ourselves effectively. If leadership is an extension 
of who we are, then cultivation of self-discipline and self-mastery becomes our priority. 
The Gīta ̄ provides an extensive list of such qualities, some of which are stated below: 
 
1. Humility, 2. Unpretentiousness, 3. Non-violence (not causing any injury to anyone 
through one’s body, mind, and speech), 4. Forbearance, 5. Simplicity of body, mind, 
and speech, 6. To realize self-knowledge, approaching, serving, and following a teacher 
(one who is liberated-in-life), 7. Purity of body and mind, 8. Steadfastness of purpose, 
9. Self-restraint, 10. Dispassion towards sense-objects, 11. Absence of egoism 
(absence of the sense that “I am body”), 12. Abandonment of worldly attachment, 13. 
Even-mindedness in favorable (desirable) and unfavorable (undesirable) 
circumstances, 14. Perceiving God everywhere and in everything (BG 13. 7-11). 
 
It is important to note that all these qualities are geared towards the service aspect of 
leadership — preparing a leader in the service of others.  A leader who is arrogant and 
too self-absorbed cannot really lead an organization to success. The imposter ego of the 
leader will stand in the way of organizational goals. In his now classic book, Good to 
Great, Jim Collins notes that compelling modesty is one of the two key competencies of 
what he calls level-5 leaders, the other being fierce professional will. In their now classic 
study of 1423 leading companies, Jim Collins and his colleagues found the most 
successful leaders blend “extreme personal humility with intense professional will.”25 
 
Empowering vs. Disempowering Work Culture  
 
In order to understand human behavior better, the Gi ̄ta ̄ makes a special reference to the 
psychological make-up of individuals comprising three basic modes of nature — sattva 
(purity/goodness) that brings truth/harmony; rajas (movement/passion) that kindles 
action/activity, and tamas (ignorance/ inertia) that leads to delusion/confusion. The key 
to follow this tripartite division of human nature is to understand that no individual has 
absolute sattvic, rajasic, and tamasic qualities. Depending upon our inherited tendencies 
and current mode of living, several permutations and combinations are possible on this 
broad spectrum of psychological types. This knowledge fosters understanding, tolerance, 
and patience.  At the same time, it provides guidance to effect change based on fuller 
information and greater understanding. 
 
In Chapter 16 of the Bhagavad Gi ̄ta ̄, we find very practical guidance on building an 
empowering (Daivi) work culture — characterized by fearlessness, purity, self-restraint, 
sacrifice, straightforwardness, non-violence, truthfulness, tranquility, gentleness, 
modesty, forgiveness, absence of fault-finding, greed, ostentatiousness, and envy and 
pride. Leaders should strive to enshrine these qualities and should try to foster such an 
environment where these qualities can be nurtured (16.1-3). 
 
Similarly, the Gīta ̄ goes on to describe what may be called disempowering (A ̄suri) work 
culture — characterized by hypocrisy, arrogance, self-conceit, anger, harshness, and lack 
of sense of discrimination between real and unreal, duty and non-duty (16.4).  Leaders 
are aware that a strong work ethic marked by empowering qualities goes a long way to 
                                                 
25
 Collins, Jim. “Level 5 Leadership: the triumph of humility and fierce resolve,” Harvard Business Review, January 2001, 
67-76. 
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achieve workplace excellence. It is to be noted that mere work ethic is not enough to 
attain in as much as a hard core criminal has also a very good work ethic. What is 
needed is a work ethic guided by ethics in work. 
 
The deeper message here is that we should not pry on the faults of others; rather, we 
should improve our own shortcomings. A too critical, carping attitude towards our fellow-
beings is a source of much unhappiness. “If you want peace of mind,” said Sri Sarada 
Devi, “do not find fault with others.”26 Swami Dayananda says that the purpose knowing 
about these values is not self-judgment or judgment of others. All kinds of people make 
up this world. You want to change others so that you can be free, but it never works that 
way.... People are what they are because they have their own backgrounds — and they 
cannot be otherwise.27   
 
Thus, the Gītā teaches a higher level of accountability based on one’s own innate duty 
(swadharma). The very raison d'être of the teachings of the Gi ̄ta ̄ was to re-awaken Arjuna 
to his sense of responsibility which he had temporarily lost due to delusion born of 
ignorance (ajñānasaṃmohaḥ: 18.72). The higher accountability is garnered by 
renouncing egoism (amanitvam: 13.7), cultivating humility, team work, dignity, sharing, 
co-operation, compassion, harmony, trust, sacrificing lower impulses for higher needs, 
seeing others in you and yourself in others (sarva ̄tmabha ̄va), etc. 
 
Equanimity (Samatā): The Touchstone of Perfection in Wisdom 
 
The Gītā regards “equanimity” or “evenness of mind” to be the Yoga (2:48). And the 
finest teaching on this topic is provided in the Gi ̄ta ̄ as follows:  
 
yogasthaḥ kuru karmāṇi saṅgaṃ tyaktvā dhanan ̃jaya / 
siddhyasiddhyoḥ samo bhūtvā samatvaṃ yoga ucyate //  2.48 
[Abiding in equanimity, abandoning attachment, perform actions, O Arjuna, viewing 
with equanimous mind success and failure. Evenness of mind (samatvaṃ) is Yoga.] 
 
When we perform an action, we have certain expectations about its results. The actual 
results can be equal to our expectations, less than our expectations, more than our 
expectations, or totally opposite to our expectations. Whatever be the outcome, the Gi ̄tā 
teaches us to accept it gracefully by maintaining a state of evenness of mind (samata ̄) 
towards the results of our actions.  By not fighting with “what is,” we conserve a lot of 
energy which can then be fruitfully applied in addressing the situation at hand.  
 
Samata ̄ (equanimity) is the “fulcrum” around which the entire teachings of the Gi ̄ta ̄ 
revolve. Wherever Śrī Kr ̣ṣṇa has mentioned the highest peaks of the paths of action, 
knowledge, and devotion, He has very carefully interspersed “samata ̄’” in their 
consummation (2.48, 53, 57; 5.6, 18-20; 12.13-19; 14.24, 25; 18.10, 26).  So, samata ̄ 
is the crest-jewel of perfection (siddhi) in all the paths to God-Realization. All virtues 
obtain in the mind which has cultivated equanimity. Whatever the spiritual practice, if 
                                                 
26
 Cited from Swami Satprakashananda, The Goal and the Way: The Vedantic Approach to Life’s Problems (St. Louis, 
Missouri: The Vedanta Society of St. Louis, 1977), 93.  We are told that this is the last recorded message of Sri Sarada Devi, 
the worthy consort of Sri Ramakrishna Paramahamsa, the greatest Indian sage-saint of the 19th century. 
27
 Cited in Ramananda Prasad, The Bhagavad Gita: The Song of God (Freemond, California: American Gita Society, 1999), 
246. 
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evenness of mind (samata ̄) is not there, the goal is still far away. When our mind has 
become pure and our intellect “sama” — “balanced and equanimous” — we have 
attained oneness with the highest principle of existence. Such is the supreme 
importance of samata ̄!28  
 
Too often, great decisions are marred by the leader’s inability to see beyond the surface 
in a calm and collected manner. Leaders can benefit greatly from this unique state of 
equanimity and objectivity in dealing with perennial leadership challenges without being 
disturbed by the pulls and pushes of personal likes and dislikes. Samata ̄ is the best 
antidote to the agitations of the mind.  
 
Attaining Equanimity Through the Path of Action (Karma Yoga) 
 
In practicing the path of action, Arjuna is advised to perform actions as an offering to the 
Supreme, renouncing attachment to actions and their results, remaining steadfast in 
equanimity. The Gi ̄tā tells us that the equanimity (samata ̄) can be attained both through 
the Path of Knowledge (Jña ̄nayoga) as well as through the Path of (selfless) Action 
(Karmayoga).  After having explained the Yoga of equanimity according to the Path of 
Knowledge (involving discriminating reasoning regarding the body and the soul) [2.11-
2.30], Śrī Kṛṣṇa now explains equanimity (samata ̄) from the standpoint of the Path of 
(selfless) Action (Karmayoga) [2.39-53], following which one overcomes completely the 
fetters of Karma.  
 
This equanimity has four qualities:  
 
1. Performing actions while established in equanimity, a person does not get entangled 
in the shackles of Karma;  
2. There is no loss (forfeiture) of efforts directed towards attaining this equanimity;  
3. There is no fear of adverse results due to any omission in following this path; and 
4. Even a little observance of this practice saves one from the great fear (caused by the 
unending wheel of birth and death). In other words, even a little practice of this virtue 
of selfless actions grants liberation. 
 
Then comes one of the most popular verses about Karma Yoga (2.47): Your right is only 
to perform your allotted duty; that is, your right is for action alone. But you have no right 
whatsoever to the results thereof; that is, you are not free in this regard. Therefore, let 
not the fruits of action be your motive, i.e., do not become the cause of the fruit of your 
actions through attachment (with the instruments of actions such as body etc.); nor 
become attached to inaction (indifference, laziness, etc.). It means that “doing” is under 
our control; “happening” is under the purview of Pra ̄rabdha29 (our earned destiny). 
                                                 
28
 According to Swāmī Rāmsukhdāsjī, evenness of mind or equanimity (samatā) is the “acid-test” of realization according 
to all three disciplines (Karmayōg, Jñānayōg, Bhaktiyōg). In the Bhagavad Gītā, the very first definition of Yōg (communion 
with Divine) is said to be “samatā” — “samatvam yōgah ucyate” (BG 2.48). Then in BG 6.23, we read “dukha-sanjog-
viyōg yōg sanjittam.” That state is called Yōga which transcends the contact of sorrow. This is the “dexterity/skillfulness” in 
actions – “yōga karmsu kaushalam” (BG 2.50).  Swāmī Rāmsukhdāsjī states that the verses 2.48 and 6.23 “define” what the 
Yōga is according to the Gītā; and the verse 2.50 states the glory of Yōga.  So, Yōga according to the Gītā is samatā. See: 
Dhiman, S., trans. (2014). Kripāmayi Bhagavad Gītā: The Benedictory Gītā. [Selection & Compilation, Rajendra Kumar 
Dhawan]. Based on Paramśraddheya Swāmījī Shrī Ra̅msukhda̅sjī Maha̅ra̅j’s Discourses. Gita Prakāshan: Gorakhpur, India. 
29
 According to Indian philosophy, there are three kinds of Karma: (1) Sañchita or accumulated or stored up in past lives; 
(2) Agāmi or that which is yet to be done; (3) Prārabdha or that which is already bearing fruit. This last is that part of the 
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Therefore, one should be “careful” about what one “does” and be “happy” with whatever 
“happens.” 
 
As a matter of fact, the need for Yoga (equanimity) is paramount in the performance of 
actions because the path of action is marred by selfish desire and attachment. In order 
to act as “free-agents,” we need the discipline of “equanimity” — yoga — in the form of 
Karma Yoga. Do your duty for duty’s sake and do your work as an offering. Work, said 
Khalil Gibran, is love made visible. Maintaining the evenness of mind, grow beyond the 
warring pairs of opposites (nirdwandhattvam) and strive for excellence in work (yoga 
karamsu kaushalam). This is the secret of the path of Selfless Action.  
 
As a practical teaching, Karma Yoga furnishes the best set of guidelines to put service 
before self and to perform actions for the well-being of all beings. Regarding its efficacy, 
we have the testimony of Maha ̄tmā Ga ̄ndhi ̄, who verified its teachings in every sphere of 
his life with great success. He called the Bhagavad Gi ̄tā the “Gospel of Selfless Action” 
and used to regard the Kuruks ̣etra war as an allegory of the battle that is fought in 
human heart.  As a matter of fact, the Bhagavad Gi ̄tā’s emphasis on selfless service was 
the prime source of inspiration for his life and leadership. He considered selfless service 
as the path to self-discovery: “The best way to find yourself is to lose yourself in the 
service of others.” 
 
Leaders Should Lead by Example 
 
Śri ̄ Kṛṣṇa tells Arjuna that those in leadership position should act responsibly since 
whatever standards or example the leader sets people in general will follow. Leaders’ 
actions do speak louder than their words. In essence, leaders are really brand-
ambassadors of an organization. Humanity has yet to discover a more effective way to 
bring about change and to lead others than by setting the example.  All great leaders 
lead by example. Gandhi inspired emulation not so much by his professed set of values 
and beliefs as by the exemplary nature of his life and conduct. He made his life his 
message. This virtue of “being the change” became Gandhian hallmark and his most 
precious legacy by which he is remembered the most. He was the rare soul who 
preached what he practiced!  
 
The Gīta ̄ teaches that the wise leaders act: 
 
1. To set an example to the masses, so the unwary do not go astray (3.26); 
2. For the unification of the world at large (lokasaṃgraham, 3.20, 3.25); 
3. For the welfare of all beings (sarvabhūtahite, 5.25);  
4. For the purification of the self (ātmaśuddhaye, 5.11). 
 
All these four goals furnish an integral touchstone for leadership success in any setting. 
Leaders do their duty for duty’s sake (cf. Kant’s Duty Ethics), to set an example for 
others, to bring the communities together, for the well-being of all beings, and above all, 
for the purification of the mind and the heart. No higher teaching on the sublimity of a 
leader’s work ethic can be conceived.   
 
                                                                                                                                                       
accumulated actions (Sañchita) which has brought about the present life and will influence it until its close. — Swāmī 
Swarūpānanda (1909/1976, p. 406). 
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In the ultimate analysis, leadership is not about changing outer conditions or others. 
More often than not, there is not much that we can do to change what is external to us. 
However, we have full control over our own conduct. “When we are no longer able to 
change a situation,” writes Viktor E. Frankl, “we are challenged to change ourselves.”30 
And when we are able to do that, in due course of time, we are also able to change the 
situation, unexpectedly. This is the alchemy of all social change.   
 
From Consumer to Contributor 
 
The Gīta ̄ is a practical manual of living. It lays down the guidelines for leading a 
meaningful life — a life marked by goodness and contribution. Pablo Picasso put it 
succinctly: “The meaning of life is to find your gift. The purpose of life is to give it away.”  
What makes our life purposeful and meaningful? What is the essence of being good and 
doing good? What does it mean to grow in goodness?  How can one grow from being a 
consumer to becoming a contributor? The Gi ̄ta ̄ holds the keys to all these existential 
questions.  
 
The Gīta ̄ recommends to approach life as a network of mutual interdependencies in 
which everyone has to contribute their share. And the touchstone is not mere human 
welfare, but well-being of all beings. Only then we can ensure the mutual maintenance of 
the universe.  This understanding holds the key to a sustainable future for all. 
 
The Gīta ̄ (18.5) recommends the threefold acts of sacrifice (yajn ̃a), charity (dãna), and 
austerity (tapas) and considers them as the “purifiers of the wise.” In order to grow 
spiritually, one has to convert one’s whole life into an offering to the Divine. This will 
inspire trust, faith and hope in those led. 
 
Selflessness is the Best Thing You Can Do for Yourself! 
 
Misplaced ego is the greatest enemy of workplace amity and harmony. Understanding 
the workings of the imposter ego and thereby rendering it ineffective is the first step on 
the path of wisdom. In the thirteenth chapter of the Bhagavad Gi ̄ta ̄ where Śri ̄ Kṛṣṇa 
begins to describe the marks or means of True Knowledge (Gi ̄ta ̄ 13. 7-11), we see 
“absence of self-pride” (13.7) listed as the very first mark. In the very next verse (13.8), 
Śri ̄ Kṛṣṇa again states… “and absence of egotism also” (ahamka ̄ra’eva ca).  Please note 
the word “also” after the word “egotism.” Out of the 20 marks of True Knowledge listed 
in verses 13. 7-11, the word “also” is appended only next to “self-pride” (“aham ̣ka ̄ra”)!  
Something to ponder over very deeply!  
 
As long as one is harboring a sense of distinction/superiority, regardless of any reason—
justified or unjustified — one is still belaboring in vain, not much unlike the ox that turns 
the oil press going back and forth. When God is all there is (Vasudevah ̣ Sarvam: 7.19), 
where is the need for entertaining any feelings of distinction or superiority — no matter 
what the justification may be?   
 
Those who are truly awake become awake to the fact that “God is all there is” — 
including the ones who may not be yet awake, in their estimation! This knowledge fosters 
                                                 
30
 Viktor E. Frankl, Man’s Search for Meaning: An Introduction to Logotherapy (New York: A Touchstone Book, 1984, 3rd 
ed.), 116. 
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amity, understanding, and harmony in all settings and removes the conflict inherent in 
the “game of one-up-ness” that plagues most human interaction. Likewise, we come to 
realize that most psychological and emotional stress is caused by our excessive self-
centeredness.  
 
Selfless service, the cardinal doctrine of the Gi ̄ta ̄, has a great application in the realm of 
leadership. First and foremost, leadership is a responsibility — a call to serve — and not a 
position to wield power or influence. The power that is bestowed upon the leader by the 
followers is of the nature of trust and good faith. In other words, leadership is a fiduciary 
relationship. Viewed in this manner, the only reason a leader exists is to enable and 
empower the followers. Great leaders approach their work as a contribution, as a 
service, without any sense of entitlement whatsoever. “Like ‘Guardians’ of Plato’s 
Republic,” writes Al Gini, “leaders must see their office as a social responsibility, a trust, 
a duty, and not as a symbol of their personal identity, prestige, and lofty status.” 31 
 
Self-centeredness is a condition borne with a deeply ingrained sense of separateness, 
anchored in self-ignorance. Self-knowledge is freedom from self-ignorance; when self-
ignorance transforms into self-knowledge, our need to maintain our separateness is 
resolved into the fullness of our being. We no longer feel the gnawing sense of 
inadequacy, incompleteness, and insecurity. We have arrived at an unassailable 
stillness, blessed with the fullness of our essential nature. We have made peace with the 
universe. 
 
Marks of a Wise Leader 
 
There are at least four places where characteristics of an ideal sage are presented in the 
Gi ̄tā from different perspectives: BG 2.55-72; 12.13-20; 14.21-27; and 18.49-56. In 
addition, we also find reaffirmation of the same theme in selected verses of two other 
chapters: BG 13.7-11 and 16.1-3. For example, chapter twelve (verses 13-20) describe 
the marks of a devotee (bhakta) which have a striking similarity to the qualities of a 
person who has transcended the sway of three modes of material nature –guṇati ̄ta 
(14.21-27), which in turn bear a great similarity to the characteristics of a person 
steadfast in wisdom (sthitaprajn ̃a) as described in chapter two (verses 55-72) as follows:  
 
That person is dear to me who is free from ill-will, friendly and compassionate; free 
from the sense of “I” and “mine;” equanimous in joy and sorrow, forgiving, ever-
content, firm in faith with his mind ever united with Me; who has subdued his mind, 
senses, and body; and has surrendered heart and mind to Me…. Not agitating the 
world, nor agitated by it, above the sway of delight, envy, desire, and fear; who 
regards equally friend and foe, praise and blame, pain and pleasure, free from selfish 
attachments; quiet, ever-content, in harmony everywhere, firm in faith — such a 
person is dear to Me.32   
 
It is noteworthy that almost all of these qualities of an ideal sage more or less focus on 
emotional maturity — the ability to manage emotional disturbances and reactions calmly. 
                                                 
31
 Al Gini, “Moral Leadership and Business Ethics” in Joanne B. Ciulla, ed., Ethics, The Heart of Leadership (Westport, 
CT: Praeger, 2004, 2nd ed.), 36. 
32
 Eknath Easwaran, cited in Louis Fischer, Ed., The Essential Gandhi, xvii. [author’s adaptation]. 
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Cultivating these qualities is important for everyone both in personal and professional 
arena. For example, being friendly and compassionate and free from malice (12.13: 
adveṣṭā sarvabhūtānāṃ maitraḥ karuṇa), being free from attachment, fear, and anger 
(2.56, 4.10: vītarāgabhayakrodhaḥ), and not being a source of annoyance to fellow-
beings and not feeling vexed with the fellow-beings (12.15: yasmān nodvijate loko lokān 
nodvijate ca yaḥ) — all these are signs of emotional stability which is the key to harmony 
in personal and professional relationship.  
 
This is a tall order of personal qualities for any leader to cultivate and requires years and 
years of dedication, commitment, and perseverance. These qualities represent the 
highest level of emotional maturity, self-awareness, and self-discipline, equanimity, and 
detachment that may appear to be unattainable by any leaders according to modern 
standards. Exemplar leaders like Gandhi act as “witness” of high moral leadership 
without whom the limits of higher human possibilities will neither be known nor 
sustained. In Easwaran’s estimation, who was present at one of the prayer meetings that 
Gandhi regularly held, Gandhi “fulfilled every condition that the Gi ̄tā lays down.”33  
 
Keys to a Fulfilled Life 
 
It is important to understand that the key to life’s fulfillment according to Gīta ̄ lies in self-
realization through self-knowledge. Self-realization is the means as well as the end. And 
all the keys to self-realization are presented in the very beginning in the Gi ̄ta ̄ (2.55-2.61): 
When one, finding contentment by the Self in the Self alone, completely casts off all 
selfish desires of the mind; neither agitated by the sorrow nor hankering after the sense 
pleasures; free from lust, fear, and anger; free from attachment; neither elated by good 
fortune nor depressed by bad; with senses subdued and mind ever absorbed in the 
Divine within — such a person is truly wise. The net result of cultivating these qualities is 
the peace, fulfillment and real happiness.  
 
Śri ̄ Kṛṣṇa started the teaching declaring that “the wise do not grieve” (2.11: nānuśocanti 
paṇḍitāḥ) and concludes it with an assurance “do not grieve” (18.66: mā śucaḥ). So, if 
you want to overcome the sorrow, attain to the liberating wisdom. What is this liberating 
wisdom? Just this: perform your actions as an offering to the Supreme (Ishvara-
arpanabha ̄vanā), performing your duties without the expectation of any reward, and, 
above all, surrendering to the Divine within. A Western disciple, Elizabeth Usha Harding, 
once wrote a letter full of despair to Swami Gambhira ̄nanda, the great Advaita Veda ̄nta ̄34 
scholar and translator.  He replied: “I hope you realize that true peace can only come by 
surrendering to the Divine within us.  The world will always go on in its own way.  There 
can never be any permanent solution to problems created by human nature.”35 
 
Concluding Remarks: The Ultimate Psychological Security System! 
 
                                                 
33
 Ibid, xvii. 
34
 Advaita literally means “not-two” and represents the knowledge of the truth of oneness of all existence. And Vedāntā 
literally means the end of vedās (veda-anta) and represents the culminating wisdom of the vedās. It is also denoted by the 
term Upaniṣad. 
35
 Elizabeth Usha Harding, “Reminiscences of Swami Gambhirānanda.”  At the Feet of the Mother. Blog entry, Retrieved: 
Oct. 6, 2014. url: http://ushaharding.blogspot.com/2011/03/reminiscences-of-swami-gambhirananda.html. 
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Building its stance on the unshakable Law of Karma, the Gi ̄ta ̄ provides the ultimate 
security package: “No doer of good ever ends in misery:” na hi kalyāṇakṛt kaścid 
durgatiṃ tāta gacchati (6.40). “When you do the right thing,” says Krishnamurti, “right 
things happen to you.” By teaching that good means lead to good ends and vice versa, 
the Gīta ̄ provides the greatest motivation to act ethically.  
 
In keeping with the tradition of Indian philosophy, the Gi ̄ta ̄ starts with presenting the 
highest human goal to be reached first: Access the Inner treasure-house of Self-
sufficiency: ātmany evātmanā tuṣṭaḥ (2.55), everything else will follow on its own accord. 
At the heart of the Gi ̄tā, there lies the conception of a sage of steady wisdom 
(sthitaprajn ̃a) who has gone beyond the pair of opposites such as pleasure and pain, 
success and failure, virtue and vice. Steady in wisdom, the sthitaprajn ̃a enjoys the 
constant bliss of the Self, regardless of the changing circumstances.  The Gīta ̄ (2.55) 
defines sthitaprajña as follows: “When a person completely casts away all the desires of 
the mind, satisfied in the Self alone by the Self, then that person is said to be one 
established in steady wisdom.” This wisdom is the only security worth seeking and the 
sure-fire armor to human sorrow and suffering.  
 
In sum, become an instrument of the Divine in all that you do. Work for the welfare of the 
world. Let all your actions be for the well-being of all beings (sarvabhūtahite ratāḥ: 5.25); 
be a role model for the bringing of the world communities together and maintenance of 
the world order (lokasaṃgraham: 3.20).  Above all, accept the results of your actions 
with graceful equanimity, as a Grace of the Lord (Ishvara-prasa ̄dabhāvana ̄). Then your 
actions will never taint you. Attain the highest pure knowledge by which the One 
Imperishable Being is seen in all the existences, undivided in the divided: …avibhaktaṃ 
vibhakteṣu. This knowledge of the essential oneness of all existence (sarvabhūteṣu 
yenaikaṃ bhāvam) the Gi ̄tā regards as the purest (sa ̄ttvik) knowledge: taj jñānaṃ viddhi 
sāttvikam (18.20). Living with this understanding, by the Divine Grace, you will attain the 
communion of the individual self with the Supreme Self. 
  
This is the timeless message of this manual for life, leadership, and liberation. 
 
Based on the teachings of the Gi ̄tā, we present below 15 leadership lessons by way of 
concluding summary. They are set as self-evident aphorisms representing the 
archetypical perennial philosophy as applied to the contemporary leadership and 
workplace.   
 
Key Leadership Lessons from the Bhagavad Gītā 
 
1. Leadership is an internal affair. All wars are first fought within the mind.36  Mind 
matters most in life and leadership. Ultimately, right thinking and right conduct serve as 
the two unshakable pillars of leadership.  
2. Effective Leaders master their senses instead of letting their senses master 
them. The leader should manage his anger and should not let anger gain control over 
him. Śri ̄ Kṛṣṇa explains that from anger, delusion arises, and from delusion 
                                                 
36
 Debashis Chatterjee, Timeless Leadership: 18 Leadership Sutras from the Bhagavad Gītā (New Jersey: John Wiley & 
Sons, 2012), 3. 
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bewilderment of memory. When memory is bewildered, reasoning power is lost and with 
the loss of reasoning one falls from one’s status as human being. 
3. Therefore, effective leaders do not lead by anger or fear. They practice 
forbearance and use forgiveness is their principal armor. They are well aware that 
leading by anger and fear is unproductive and leads to disempowerment and 
disengagement.  
4. Effective leaders approach life and leadership as peaceful warriors—bereft of 
attachment and personal likes and dislikes. Every decision they make represents a 
concrete choice between the right/wrong means for a just/unjust end. 
5. The Gīta ̄ teaches the high art of detached engagement — to focus on the actions 
rather than the results. When we shift our attention from goal-orientation to process-
orientation, the results take care of themselves.   
6. Gi ̄tā teaches that selfless service is the highest principle of life and leadership. 
Effective leaders become instruments of the Whole and work for the well-being of all 
beings. This is the essence of the servant leadership.  
7. The Gīta ̄ teaches us to choose the right goal (common good) and follow the right 
means (non-violence) and be detached from the results (by dedicating them to the 
Supreme). 
8. Effective leaders know that self-awareness is the key to leading from within. They 
manage their awareness alertly to lead others effectively.  
9. Self-awareness ultimately depends upon Self-knowledge. The Gi ̄ta ̄ presents 
detailed instructions about attaining steady abidance in Self-Knowledge (2.52-72; 13. 7-
11). 
10. Self-knowledge means the knowledge of one’s true self at the “soul-level”—
beyond senses, mind, and intellect. While all other knowledge pertains to knowing 
everything that can be objectified externally, self-knowledge is about knowing the 
knower.  
11. Selfish desire obscures self-awareness and meddles with achieving life’s true 
ends. Self-aware leaders are not motivated by personal desires or interests. Their goal is 
contribution through service.  
12. Leader’s true inspiration comes from doing selfless work. Selfless work brings 
equanimity of mind which in turn contributes to leadership effectiveness. 
13. It is only when a leader is able to relinquish self-interest and egotism that he is 
able to know the true peace — rejoice and repose of the true self. Such a person then 
has nothing left here to do for himself (ātmany eva ca saṃtuṣṭas tasya kāryaṃ na 
vidyate: 3.27). 
14. To rejoice and repose in the true self is to be the true Sage of Steadfast Wisdom 
of the Gīta ̄ — a sthitaprajn ̃a (ātmany evātmanā tuṣṭaḥ sthitaprajñas tadocyate: 2.55.  
15. The greatest practical lesson that the Gi ̄ta ̄ teaches us is Karma Yoga — the 
highest discipline to live by: use the right means for a just cause and leave the results in 
hands of God. 
_______________________________________________________________________ 
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DE MÉXICO 
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Introduction 
 
From its origins, the University has promoted the enactment of values, human rights, 
gender equality, and other elements that enrich its community life. From this experience 
of personal development, work and study atmospheres sprout. It is in those 
atmospheres that respect and collaboration prevail. Nonetheless, and in spite of a long 
tradition of respect and collaboration, it is clear that social, economic, and political 
change take a toll on the communities and some adjustments and reinforcements to the 
social fabric are occasionally required. 
 
The aim of this text is to contribute to the reinforcement of the existing values in 
university students. I will solely address commitment in this article since the array of 
values is vast and space is limited. I will try to define commitment, its characteristics and 
implications, as well as the way in which powerful reasons to embrace commitment as a 
value can be spread from person to person by means of individual and collective 
reflection. The goal is to change that which prevents improvement. Commitment is to 
own our ideas and we must carry them through to achieve our every objective. 
 
The University in the Modern World 
 
How is the University affected by the modern world? What are the advantages and 
disadvantages to the university educational field? The range of possible answers spans 
every aspect of university life: teaching methods, learning styles, technological 
innovation, human development, and more. It is beyond the scope of this essay to 
discuss the teaching learning processes of the curriculum or assess whether the impact 
of technology on education is positive. Our purpose here is to invite the reader to think 
about some invisible but very real aspects that may significantly improve the personal 
development of university students: values. In particular, we will discuss commitment as 
a value. Commitment can enable the improvement of students, and as a consequence, 
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their professional lives as well. He who commits himself improves, works better, takes 
responsibility, inspires trust all around, and ignites passion for his profession. 
  
A Professor’s Task 
 
An essential task in university classrooms is to transform ̶ through knowledge ̶ love and 
perseverance that human beings have inside of them. The ultimate goal of this 
transformative task is for students to develop skills to make their professional formation 
easier. Such skills should also be lasting and have great effect upon their personal lives 
and professional careers. It is important to notice that teachers must understand that 
knowledge acquired in class will not only guide students in pursuing their subject areas, 
but also will enable them to face and solve real world problems. It is equally important to 
keep in mind that among the knowledge we strive to pass on, there is a set of qualities 
and values that can determine the degree of success and happiness a person might 
achieve in her lifetime.  
 
Since we, as university teachers, are responsible for university education, we must 
incorporate values into our daily labor. It is a task of teachers to instill values; it cannot 
be left aside if formation is to be whole. Professors at universities get to know thousands 
of young adults during their tenure. Professors know their manners, experiences, 
expressions, desires, joys, and sorrows. They are fully conversant with these youth and 
are thus able to motivate them to be better people. But wait a second! It might not be 
entirely true to affirm such a statement. It is no easy thing to convince students that the 
University will make them more integral and complete human beings. Students inquire 
knowingly, and question that such might be the case. Today, it is not enough to point to 
the syllabus and tell them to learn that because it is the relevant thing to learn. Today, 
university students question the reading material, workload, assignments, projects, and 
exams. Today, they do not feel like doing what a piece of paper or a professor says. 
Today, students enter universities because it is the next logical step and something has 
to be done. Today, motivation is lacking. Today, students demand to be motivated. 
Today, students do not feel like learning; they want to be entertained. Today, university 
professors are unable to empathize and have lost touch. 
 
It is truly necessary to persuade them of the effect a university education will have on 
them. They do not believe a university education can make them more complete, less 
complicated, or happier people whenever their chosen path is defined by commitment to 
themselves and responsibility to the duties that a university education entails. Their 
professors will surely tell them it will be like that, but students find it hard to believe. 
Students react in different ways to such well-meaning attention. Some students will 
smile kindly and switch the topic; others will question every word seeking to demolish 
even the soundest logical edifice. Still, others will not even be drawn into the 
conversation; they are there, fill space, and think they know what is necessary.  
 
It is precisely when all hope begins to vanish from the hearts of those well-meaning 
beings — teachers — that they will come upon a pair of keen eyes, and then a second 
pair reveals interest in the conversation, and further behind someone nods in assent. 
There will always be a group of enthusiasts, positive people interested in everything; 
those who reach their goals, who demand achievement of themselves and nothing less. 
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There is a group of people who dare to dream and demand dreams do come true and 
are willing to fight and struggle to make it happen. There is a name for such people: 
these students are, of course, the committed ones. 
What is Commitment? 
 
What is this commitment? What does it entail? What is a committed person like? What 
needs to be done so that students assume themselves as committed individuals in the 
course of their professional formation and beyond? Let us begin by giving some 
definitions of the word, “commitment”:1 
 
1. The trait of sincere and steadfast fixity of purpose: “A man of energy and 
commitment.” 
2. The act of binding yourself (intellectually or emotionally) to a course of action: “His 
long commitment to public service”; “They felt no loyalty to a losing team.” 
3. An engagement by contract involving financial obligation: “His business commitments 
took him to London.” 
4. A message that makes a pledge. 
5. The official act of consigning a person to confinement (as in a prison or mental 
hospital). 
6. Promise: “He made a commitment to stay at that job for another year.” 
7. Dedication: “Her strong commitment to women’s rights made her determined to 
continue.” 
8. Engagement: “The band has a commitment for Friday night.” 
 
As can be seen, our word can allude to widely different spheres: legal, moral, religious, 
military, medical, etcetera, but in all cases a sense of fulfillment, achievement, duty, 
honor, and truthfulness is imbued. Even far removed from the educational field, 
commitment demands growth, discipline, and integrity. It always involves performing out 
of internal duty or external obligation. Commitment demands doing something either 
based upon true inner desire or inexcusable duty. When a task is accomplished and a 
goal achieved, action and individual actualize the potential from within. 
 
Since it is impossible to constrain the full meaning of commitment to a single definition, 
let us look at the understanding of commitment different people have expressed. Even 
people with very little common background have come to express some shared features 
of commitment. All of them stress the absolute freedom of the individual and point out 
the intent to make a difference. Acting out of commitment has nothing idle about it; 
committed people work from a pledge and towards a dream in order to see a plan 
become a reality. In commitment, responsibility is paramount and full responsibility is 
undertaken for oneself, one's words, one's ideas, and one's acts. This uncompromised 
display of responsibility shines on those around the committed individual; it points 
unwaveringly toward the true north, guiding not only the individual but also those around 
her for we are social entities and cannot act in a vacuum. The following quotes, given by 
                                                 
1 Based on WordNet 3.0, Farlex clipart collection. © 2003-2012 Princeton University, Farlex Inc., and Copyright © 2014 
WordReference.com. 
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famous and anonymous characters, scholars, actors, comedians, singers, and 
sportsmen reflect the reach of commitment or the way in which each of them 
understands what commitment is. While it is true that they are personal thoughts and 
opinions, each of them reflect upon personal experience and particular circumstances, it 
is no less true that a universal truth comes across them that can be recognized by 
everyone: 
 
 Commitment is a word that needs a lot of bravery to be pronounced. 
 —Luis Gabriel Carrillo Navas, author 
 
 A total commitment is paramount to reaching the ultimate in performance.  
—Tom Flores, American football player and coach 
 
 Unless commitment is made, there are only promises and hopes... but no plans. 
 —Peter Drucker, educator, author, businessman 
 
 The uncommitted life isn't worth living. 
—Marshall Fishwick, professor and author 
 
 Individual commitment to a group effort - that is what makes a team work, a 
company work, a society work, a civilization work. 
 —Vince Lombardi, American football coach 
 
 If you deny yourself commitment, what can you do with your life? 
 —Harvey Feinstein, actor and director 
 
 What one has, one ought to use: and whatever he does he should do with all his 
might. 
 —Marcus Tullius Cicero, lawyer, politician, and philosopher 
 
 No commitment is possible to others if there is no prior commitment to oneself.  
 —Jorge Yarce, leadership speaker 
 
 It takes a deep commitment to change and an even deeper commitment to grow. 
 —Ralph Ellison, author and teacher 
 
 The fact that you are in love and committed with what you do is important to be 
true. 
 —Lila Downs, singer 
 
Some of these quotes move others to reach deeply into their souls; others more cause 
doubt. But all can serve as a starting point to consider the elements of which success 
consists and what is required to be fulfilled and content. These quotes are here because 
they converge from every walk of life, but share success as a common destination. For 
every one of these people, commitment was the keystone needed to succeed in each 
particular field. They are precious nuggets of experience shared freely with the world. 
Every person should treasure them and embrace commitment as the lodestar of his or 
her journey. There is a thin line that divides those who survive in a craft from those who 
transform the task itself. It is up to us to choose on which side of the line we want to be. 
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A definition of commitment that can be shared with university students to motivate them 
to adopt an attitude of dedication that may very well be unknown to them is the following 
(Yarce, 2014): 
 
It is commitment that turns a promise into a reality. It is the brave voice of our intent. 
It is the deed more powerful than any speech. It is the time stolen to the night. It is 
the pledge kept in the face of adversity. It is the steel of character to turn the tide of 
events. It is the daily victory of integrity over skepticism. 
 
Conclusion 
 
It may seem difficult to teach values. When a teacher criticizes her students because 
they are not committed to their labor, she will often express annoyance but rarely will she 
offer guidance as to what to do to change and improve. What would happen if teachers 
shared the concept of commitment with their students on the very first day of class? The 
analysis and discussion that would ensue would be an invitation to start living in a 
committed manner for a value that is lived by, practiced daily, fuels initiative, encourages 
creativity, engenders processes, and improves results. 
 
University teachers, besides their teaching duties, should commit to their labor and to 
those for whom it is performed. This commitment includes instilling in their students the 
idea of changing and living in a committed manner. Students must be made aware of the 
effort and tenacity commitment demands. They will accumulate experiences and realize 
the positive influence of commitment in their lives. They will soon notice that 
commitment makes them more efficient and productive. It is possible that the professor 
who dares to promote such change will be labeled a fundamentalist given the frivolous 
times we live in; it is a risk worth taking. It is far preferable to do it and do it very well 
than to do nothing and watch how our students curtail their performance, wander 
aimlessly, and execute  their duties halfheartedly and perfunctorily —just because it is 
required of them or because exertion seems to be something trivial. 
 
Figuerola (2009) summarizes what commitment entails. It is well worth reading his work 
closely and determine the way to convey the message to the students with whom we 
work. Let us commit to assess its value and find a way to share it effectively as quickly 
as possible:  
 
[…] a life without commitment is the existence of an automaton, instinctual, because 
it is the pressing commitment what makes a person and enables the person to 
develop a truly fulfilling life. A life branded by liberty as a destiny … opens 
transcending realities that the human reason alone can reach. 
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Introduction 
 
Rarely in history, have so many dangerous, global events developed at the same time 
that threaten the existence of humanity.  Global warming, a worsening economic crisis, 
pandemics, and international terrorism are happening today with each demanding 
worldwide solutions. Anyone of them can be sited as a lethal risk to the progress we 
have made in human rights, abolishing governance by fear and oppression, promoting 
prosperity, and the spread of democracy. The difficulties are magnified by the perception 
that we lack the strong, wise, courageous, ethical, and experienced leadership we need 
to bring us through this period. 
 
As we finish the second decade of the 21st century, we are seeing these threats take 
hold.  Can we deal with all of them simultaneously or will the synergy of these deadly 
occurrences smother our ability to control the future? Can we predict the outcome?  Do 
we still have time to alter the direction of our collective and individual destiny? Will we 
and our leaders be up to the task? 
 
Up to now, climate change, the rapid expansion of worldwide joblessness, the threat to 
international wellbeing and security, and the weakness of leadership have been 
presented in scientific, technical, financial, and political terms.  Once we see the human 
suffering, the picture becomes frighteningly clear. 
 
Scientific Evidence Supports the Threat of Global Warming  
 
Global warming has been portrayed in countless studies about the now irreversible 
nature of our planet overheating. One of the most recent was the White House Report 
entitled the National Climate Assessment.1    
It illustrated these facts: 
 The global climate is being altered by human activities and mainly by the burning 
of fossil fuels. Climate change threatens human health and well-being in many 
ways, including through more extreme weather events and wildfires, decreased 
air quality, and diseases transmitted by insects, food, and water. 
 Water quality is deteriorating across the globe. Human-induced climate change is 
projected to continue, and it will accelerate significantly if global emissions of 
heat-trapping gases continue to increase. 
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 Oceans are becoming warmer and more acidic, destroying vital marine life and 
permanently changing ecosystems reducing a vital source of protein for the 
people of the planet. 
 Measures to reduce fossil fuel emissions are not enough to prevent catastrophic 
damage to the environment that will be soon be impossible to reverse. 
 
Systematic proof is everywhere yet the toll on humanity is seldom made evident.  
 
In Overheated: The Human Cost of Climate Change, UC Berkeley Professor of Law, 
Andrew Guzman, foretells a gruesome account for countless millions in the 21st century.  
In the February 9, 2013 publication of Science Daily, 2 Guzman spelled out what he sees 
ahead.  His findings were based on scientific realities: 
 
 “Flooding and forced migration will push citizens to crowded cities or refugee 
camps, creating ripe conditions for the spread of infectious diseases. It could lead 
to a global pandemic similar to the 1918 Spanish Flu that killed 3 percent of the 
world's population. In the U.S. today, that would mean nine-ten million deaths. 
 
 California's Sierra Snowpack, its most important water source, will have shrunk by 
a third by 2050. No plan exists for how the state will find enough water for its 
projected 50 million residents. 
 
 Rising seas will displace populations, ruin farmland, and destroy infrastructure. 
Bangladesh alone will lose 17 percent of its land mass, the equivalent of the U.S. 
losing Alabama, Tennessee, Kentucky, Ohio, and every inch of land to the East. 
 
 Rainfall-dependent crop production in Nigeria may fall by 50 percent. Social 
chaos and the fight over dwindling oil resources could lead to the creation of a 
terrorist breeding ground. 
 
 Water flow to the Indus River could drop off by 35 percent as glaciers melt. India 
and Pakistan, which have had 4 wars since the 1940s, will have to share this 
shrinking resource. At issue is life and death for tens of millions on both sides of 
the border -- and both countries have nuclear weapons.” 
 
In that same issue, Science Daily made this point in talking with Professor Guzman: 
“Solving this problem is not going to be free. But as long as politicians are punished for 
imposing economic costs now in exchange for larger economic gains later, it will be an 
impossible problem to solve,” he said. 
 
In fact, the world’s largest emitters of the greenhouse gases (GHG) that cause global 
warming -- the U.S., the E.U., China, India, and Brazil -- have failed to come to a 
substantive agreement to reduce carbon output.1 Carbon dioxide is one of the most 
                                                 
1
 Editor’s Note: On November 12, 2014, Chinese leader Xi Jinping and President Obama entered an agreement 
to limit greenhouse gases with China. China has pledged to both cap its rapidly growing carbon emissions by 
2030 as well as increase the use of non-fossil fuels to 20 percent of the country’s energy sources. President 
Obama has pledged to cut U.S. emissions between 26 to 28 percent by 2025. See http://www.washingtonpost 
.com/business/economy/china-us-agree-to-limit-greenhouse-gases/2014/11/11/ 9c 768504-69e6-11e4-9fb4-
a622dae742a2_story.html. 
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damaging of the GHG emissions. Guzman is convinced that U.S. will balk at signing any 
international accord until its people demand it. 
 
Little appears to be happening at the official level to prevent the inevitable from 
occurring. This is so in spite of the clear and present danger to our planet, and the 
likelihood that our children and their children may be deprived of their livelihoods. 
On September 23, 2014, Hollywood celebrity Leonardo DiCaprio addressed the United 
Nations General Assembly Climate Summit Conference as the new UN Messenger of 
Peace.3   He said the following: 
 
“As an actor, I pretend for a living. I play fictitious characters, often solving fictitious 
problems… I believe that mankind has looked at climate change in that same way — 
as if it were a fiction, as if pretending that climate change wasn't real would 
somehow make it go away…To be clear, this is not about just telling people to change 
their light bulbs or to buy a hybrid car; this disaster has grown beyond the choices 
that individuals make…None of this is rhetoric, none of it is hysteria — it is a fact... 
This is now about our industries and our governments around the world taking 
decisive and large-scale action.”   
 
The Great Recession Has Reached Global Proportions  
 
In addition to the effects of climate change, the people of the planet are struggling with 
growing economic insecurity. The Great Recession that began in 2008 continues to 
worsen. Its effects threaten prosperity in developed nations and are deepening poverty 
in emerging countries. 
 
Last April, Jaime Caruna, General Manager of the Bank for International Settlements, 
gave a lecture at the Kennedy School of Harvard University, entitled: “Global Economic 
and Financial Challenges: A Tale of Two Views.”4 Caruna explained the following: 
 
“It has been over five years since the height of the global financial crisis, but the global 
economy is still struggling to shake off chronic post-crisis weakness. This weakness can 
be portrayed with a number of stylized facts about the global economy:  
 
 “Output and productivity trends have been disappointing. In those economies on 
both sides of the Atlantic that were front and center in the crisis, recovery has 
been slow by historical standards…Unemployment is still above pre-crisis levels.   
 
 For the G20 economies combined, the total debt of private non-financial sectors 
has risen by close to 30% since the crisis.  
 
 Fiscal policy remains under strain. In crisis-hit economies, fiscal deficits have 
ballooned as a result of the fall in revenues…debt-to-GDP ratios have continued 
to rise and in some cases look to be on an unsustainable path.  
 
 Monetary policy has been testing its limits.   
 
 Economies that were not directly hit by the crisis, including many emerging 
market economies, have generally done better, but are now also slowing 
down…There are signs that financial imbalances have been building up in some 
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of these economies, making them vulnerable to changes in global liquidity 
conditions.” 
 
In effect, the situation is getting worse. The World Bank’s World Development Report of 
2014 5 claims that 30 million jobs have been lost since 2007 and the global pool of the 
unemployed is over 200 million and rising: 
 
“Dwindling job prospects and falling incomes in turn challenge the global development 
efforts and threaten a reversal of hard-won development gains around the world… What 
is more striking is millions of people fell, or are at risk of falling, into extreme poverty and 
exclusion in advanced countries. In the United States, the epicenter of the financial 
crisis, poverty rates rose in 2008-11 to 15 percent of the population. In Europe, more 
than 16 percent live below the poverty threshold, particularly in Eastern and Southern 
Europe. Poverty is higher among women, children, and youth, and single-parent families 
deprived of the opportunity to share risk within the family.”  
 
Last year, the UN Special Rapporteur on Slavery reported the toll of the crisis, explaining 
that slavery, human trafficking, violation of the rights of children and women, and violent 
crime were growing around the world, risking much of the progress made in the battle for 
human rights.  Governments have signed accords to fight these problems, yet 
enforcement is poor and inhibited by political corruption and official incompetence.6  
Caritas, one of the world’s largest care-giving NGOs, claims that five years after the 
global downturn began, poverty is increasing rapidly. Millions of people are becoming 
poorer each year, including in developed countries.7  
 
Pandemics are Increasing 
 
In addition to the intensification of poverty, the world may be experiencing a long term 
period of pandemics.  Recently, the US Centers for Disease Control and Prevention (CDC) 
predicted that Ebola cases will reach between 550,000 to 1.4 million by January, 2015 
and could move beyond the shores of Africa. 
 
The Future Agenda, the World in 2020,8 forecasts that at least three major pandemics 
will happen in those parts of the planet with the most limited health care facilities, at a 
time when population in these areas is growing and their consumption of finite natural 
resources is increasing. Such a volatile mix could lead to the uncontrollable spread of 
disease in those places least able to manage it. It is likely to spread across their borders.  
Many of these nations also face mounting turmoil from fundamentalist extremism. 
 
Terrorism Has Put Nations on a War Footing 
 
The US National Commission on Terrorism, in its report, Countering the Changing Threat 
of International Terrorism,9 reported the following to the US Congress: 
 
International terrorism poses an increasingly dangerous and difficult threat to 
America…Today’s terrorists seek to inflict mass casualties, and they are attempting 
to do so both overseas and on American soil. They are less dependent on state 
sponsorship and are, instead, forming loose, transnational affiliations based on 
religious or ideological affinity and a common hatred of the United States. This 
makes terrorist attacks more difficult to detect and prevent… U.S. policies must firmly 
target all states that support terrorists.  
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That study, prepared in Washington, DC, was presented in 2000. Since then, radicalism 
has grown exponentially and millions of people have become refugees.  
 
According to the New York Times, the latest struggle with the Islamic State in Iraq and 
Syria, (ISIS) is expected to last years. New groups are rising in the Middle East and 
elsewhere, similar to the ancient Greek story of the hydra which was a monster with 
many heads.  Once one was cut off, two would grow in its place.  
 
In effect, the US Department of State said this in its 2013 Country Reports on 
Terrorism:10  
 
While the international community has severely degraded AQ’s (Al Qaeda) core 
leadership, the terrorist threat has evolved. Leadership losses in Pakistan, coupled 
with weak governance and instability in the Middle East and Northwest Africa, have 
accelerated the decentralization of the movement and led to the affiliates in the AQ 
network becoming more operationally autonomous from core AQ and increasingly 
focused on local and regional objectives. The past several years have seen the 
emergence of a more aggressive set of AQ affiliates and like-minded groups, most 
notably in Yemen, Syria, Iraq, Northwest Africa, and Somalia. 
 
We Need the Right Kind of Leaders 
 
None of the perils we are facing, either in the case of terrorism, economic decline, or 
damage to the environment is new. They have been with us before. We have talked 
about them for decades.  In the past, our leaders found solutions. They inspired us to 
join them as they led the way to overcome, what seemed at the time, insurmountable 
challenges. Yet why is it that today our leaders are unable and unwilling to make 
courageous decisions? Why is it that today problems turn into emergencies and then into 
calamities? The reason is an absence of the right kind of leadership.    
Financier George Soros, Chairman of Soros Fund Management and Chairman of the 
Open Society Foundations, in the January 2, 2014 issue of Project Syndicate said the 
following:  
“The…great unresolved problem is the absence of proper global governance. The lack of 
agreement among the United Nations Security Council’s five permanent members is 
exacerbating humanitarian catastrophes in countries like Syria – not to mention allowing 
global warming to proceed largely unhindered. But, in contrast to the Chinese 
conundrum, which will come to a head in the next few years, the absence of global 
governance may continue indefinitely.”11 
 
The Central Problem is Real Leadership 
 
It is easy to blame leaders. The real fault lies with each of us. If we admit this and insist 
on the right kind of leadership, we will solve the world’s quandaries. To do so, we must 
set the standards and benchmarks high and select leaders who have the qualities to tell 
us the truth and engage us to join them in overcoming our challenges before they 
overcome us.   
 
What are the traits that we should insist upon so that we pick real leaders who will bring 
us through the most complex predicaments ever faced by mankind? 
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1. Real Leaders Visualize a Better Future: They can articulate a clear picture of a 
better future which they want to create along with us. They should know what is 
ethically right and wrong. They have a moral compass that guides them and 
governs their behavior. If their purpose is self-focused, they are not leaders. Real 
leaders examine the impact of their decisions on an inter-connected, flat 
world.  “Leadership is a choice, not a position or a promotion.  Leadership is a 
way of life, like faith and religion. You practice it if you believe in it, and you act 
according to those beliefs.  If more people around the world start practicing the 
religion of leaderism… the world will become a much better and safer place.”12  
 
2. Real Leaders Have Character: Trust is everything.  Today, we take leaders to task 
for a lack of character.  We need to insist that they be rooted in honor, ethics, and 
integrity.  They must show us their values and beliefs and that they practice them 
for the betterment of all. 
 
3. Real Leaders are Passionate: Charisma helps but it must go with talent, 
commitment, and the willingness to sacrifice matched with a sense of 
enthusiasm and optimism. 
 
4. Real Leaders Communicate: It drives the entire process of leadership, from 
transmitting a vision and strategy and convincing others about our intentions and 
integrity to the results expected. 
 
5. Real Leaders are Flexible: Emotional intelligence, experience, the willingness to 
listen and create a win-win situation requires flexibility. Ideology and dogmatism 
do not work.  New solutions are created only in an atmosphere of flexibility and 
openness. 
 
6. Real Leaders are Comfortable with Ambiguity:  Change is to be expected. Wise 
leaders anticipate it. They relish it. They navigate well through globalization, 
diversity, and interpersonal relations.  Effective leaders lead in an atmosphere of 
constant change.  
 
7. Real Leaders Like People: Someone who dislikes people should not lead. People 
bring about problems. They also provide solutions. Successful ones develop a 
brain trust of the best and brightest to be part of their team. 
 
8. Real Leaders Love Knowledge: The best leaders know what they do not know.  
Astute leaders hunger for knowledge and are curious. The ones best able to solve 
complex problems are those who ask the best questions. Real leaders do not 
need to know all the answers, but constant learning helps them develop the right 
questions. 
 
9. Real Leaders Understand Collaboration:  The world is becoming more horizontal. 
It is based on networks that depend on influence and inspiration instead of 
command and control. The leaders who will bring us through the current age are 
those who can operate a collaborative model where they are in the center of a 
web versus on top of a pyramid.  This demands understanding dependency on 
others and the value of human capital and empathy. The willingness to respect, 
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appreciate, and comprehend the point of view of the other side is essential.  
Without this last quality, no leader will be able to deal with the great dilemmas of 
our era. 
 
Once we have real leaders in place, we will assure that tomorrow will come and be better 
than today. 
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DEPARTMENT OF MANAGEMENT  │  QUÉBEC, CANADA 
_____________________________ 
 
Introduction  
 
Organizations and today’s leaders are unquestionably in a period of transition. In 
response to unprecedented levels of competition, ethical challenges, organizational 
crisis, climate change, and increasing complexity, a growing body of inner approaches to 
foster skillful and principled leadership has emerged to help managers navigate their 
organizational cultures in the face of organizational change. As an approach to inner 
leadership, this article explores Equine Facilitated Experiential Learning (EFEL), a 
technique where leaders develop key management skills by working with horses. 
Whetten and Cameron (2008) and others have pointed out that today’s manager needs 
to adapt and develop skills to thrive in the face of recent changes in the business world. 
Given the extent to which today’s business environment is changing and becoming more 
unpredictable, “We are in one of those great historical periods that occur every 200 or 
300 years when people don’t understand the world anymore, and the past is not 
sufficient to explain the future” (Peter Drucker, in Whetten and Cameron, 2007: 3), to 
thrive, managers need to develop a new order of managerial skills. Knowledge and 
experience alone are insufficient to survive in the new business market and so personal 
development has become essential. Leaders must undertake a voyage of personal 
understanding and development for greater purposes in the organization (Rooke and 
Torbert, 2005).  As such, we are persuaded that leaders and managers will benefit from 
an approach of leadership development that fosters spiritual intelligence by developing  
greater insight and depth of understanding of themselves and others and by helping 
leaders embrace the necessary moral and character fortitude needed to manage and 
lead today’s organizations. 
 
Problematic 
 
Equines are more than a historic symbol of conquest, wisdom, and wealth; they are a 
powerful instrument and facilitator for our personal and leadership development 
(Kohanov, Rector, Strozzi, Pike, et al). Supported by Gehrke and Schuyler (2006), this 
emerging body of research suggests that facilitated interactions with horses can help 
leaders refine their sense of confidence, develop their natural instinct for leadership, 
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and perform more effectively in their professional domains. Horses tend to serve as an 
instinctive behavioral mirror and facilitate a raising of the individual’s consciousness, 
with the help of professionals who can correctly interpret the interaction between a 
horse and a person. Through an inner process of learning, horses can help an individual 
to overcome personal difficulties and to develop inner strength and creativity (Strozzi, 
2004). The remainder of this article focuses on the Equine Facilitated Experiential 
Learning (EFEL) as a new leadership development process which demonstrates how 
horses can play a pivotal role in helping managers become more aware of their 
leadership weaknesses and, in turn, assists them in building capacities and embodying 
their strengths in a more empowered way.  
 
Section 1: The Case of Equine Facilitated Experiential Learning (EFEL) 
 
Many practitioners have worked with the EFEL method in various forms,1 however this 
article will focus on the deeper, more spiritual EFEL approach in Linda Kohanov’s path. 
Kohanov’s work is paramount with the natural equestrian approach. Author of four 
internationally-acclaimed books, she is also a specialist in equi-therapy, a riding 
instructor and counselor with over twenty years of experience working with horses. She 
founded The Epona Equestrian Services Center to share with others the approach she 
developed through her own personal interaction with horses. Her work is a union of 
different domains, including psychology, body language techniques, spiritual practice, 
natural horse education, and experiential learning. Kohanov is an internationally-
recognized innovator in the field of Equine Experiential Learning and Psychotherapy.  
 
EFEL Whisperers’ Influences  
 
The interaction between humans and horses started with horse Whisperers, also 
referred to as Natural Horsemanship. Popular Whisperers as Parelli (2004) and Roberts 
(2002), experience in a first-hand manner, the emotional and spiritual richness that 
horse-human interactions can bring and found that the process can improve a person’s 
abilities to communicate, observe, and lead their lives. The model of communication 
these Whisperers use with horses was the first source of inspiration for the EFEL 
approach: communication that uses body language, will power, intuition, and the 
development of consciousness, supported in Hesler-Key’s (2001) studies. When working 
with horses, Whisperers adapt their behavior to every situation, and instinctively use 
emotional resonance with horses. They discovered the key to working with horses is to 
focus and enter into a functional presence during the time they spend with their “four 
legged partner”2 (Kohanov, 2001; Irwin, 2001; Hamilton, 2011; Strozzi, 2004).  Monty 
Roberts (2002), one of the most popular horse whisperers, referred to as “The man who 
listens to horses,” found that being in the “horse frequency”3 gave him a deeper 
connection to his inner world and helped him communicate actively with the world and 
                                                 
1 Arianna Strozzi, EGE Equine Guide Education and Change Leadership; founder, Barbara Rector, Adventure in 
Awareness, EGE Facilitated Mental Health; Chris Irwin, Equine Assisted Personal Development; Kathy Pike, Coaching 
with Horses; Shelley Rosenberg, Amy Foster, Anne Clemson, Barbara Alexander, Hélène Bernier, Nancy Coyne and many 
others, work with the EFEL in their equestrian center.  
2 Horses designation by EFEL practitioners, whisperers, and riders. 
3 The horse frequency, as described by whisperers and Kohanov, is a spiritual state of deep connection to the animal, a kind 
of presencing with him, in an emotional resonance with him as physiological, emotional, and spiritual. This term will be 
explored later. 
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adopt appropriate behaviors in critical personal and professional situations. Kohanov 
(2001) works on the socio-sensual awareness whisperers like Roberts developed, which 
uses her “sixth sense” to “legitimate phenomenon,” following an archetypal pattern of 
intuitive awakening. 
 
The EFEL Approach   
 
The main purpose of EFEL is to help people discover their personal strengths and 
capacities, largely based on the responses of the horse they interact with, or what 
Kohanov (2001) refers to as the horses’ messages. In other words, horses are able to 
amplify or raise a person’s consciousness, allowing him or her to be more self-aware and 
in tune with their surroundings in a more primal way (Gehrke and Schuyler, 2006; 
Hamilton, 2011; Irwin, 1998; Kohanov, 2001; Strozzi, 2004). Epona’s instructors believe 
that this approach has a spiritual dimension whereby participants become aware of 
issues they may have, and with facilitated work, can bring about a deeper transformation 
(Kohanov, 2001: xxvi). 
 
At first, this approach focused on the interaction between women and horses: “[...] there 
was a persistent connection between these animals and aspects of feminine knowledge 
that were routinely suppressed or demonized in patriarchal societies” (Kohanov, 2001: 
15). Because of the nature of Kohanov’s research which focused on her own personal 
development, and overcoming personal issues with the help of horses, at the beginning, 
the program mostly attracted women who were eager to share their own experiences 
and ask her for help in their relationship with their horses. These women also felt 
strongly that their horses were in fact acting like emotional mirrors, helping to make 
visible what is invisible, in the sense of making the unconscious influence conscious. In 
Kohanov’s personal experience, she was able to use her connection with her mare to 
develop a consciousness of her own strengths and weaknesses. She finally came to 
understand that all humans have an incredible capacity, with the help of horses, to 
develop an internal power of which they, perhaps, were not aware (Goleman and 
Boyatzis, and McKee, 2001). Finally, it’s a process that allows an individual to be in 
harmony with herself and h environment, which, in turn, may be seen as improving a 
person’s spiritual consciousness and further improve their overall development of 
character.  
 
During workshops, practitioners observed that horses in a herd, by nature, are animals 
of prey and because of this they are always looking for a leader to protect them in similar 
ways that humans do in societies and groups (Hamilton 2011; Irwin, 1998; Kohanov, 
2001; Rector 2005; Strozzi, 2004; Weber, 2001). To better understand this observation, 
it is important to take a closer look at a horse’s impact on the connection to our inner 
world. 
 
Horses Facilitating Connection to the Right Hemisphere of the Brain 
 
The EFEL approach helps people to access the power of the right side of their brains. 
According to Kohanov (2001), Hamilton (2011), Rector (2005), and Strozzi (2004), the 
spiritual dimension in working with horses from EFEL practitioners promotes access to 
the knowing of unconscious impacts and influences. Horses help to make visible our 
weakness and strengths. Instructors use horses to facilitate feedback and focus on the 
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present. As prey, horses have more “resonant surfaces” (Kohanov, 2001: 91); they 
respond to “sympathetic vibrations” from people and use this information to adopt 
appropriate behavior. In fact, horses are naturally in this state of deep listening to 
optimize their level of presence and communication with the world in order to survive. 
Thus, to collaborate with horses, people must know and use the power of emotional 
resonance with the outer world and their inner world.  Kohanov (2001) and Rector 
(2005) noted that in the training arena or round pen with horses, men and women find 
they have access naturally to the state of “letting-go” to a state of consciousness that 
leaves the material world out of the training arena — like a zone keeping leaders in 
contact with the present moment, deemed “presencing”4 (Kohanov, 2001; Rector, 
2004). EFEL practitioners find the resonance to connect to their inner world without 
cutting themselves off from the left side of the brain. Conversely, to improve oneself in 
this process of learning, participants need to be guided by professionals who are 
facilitating the understanding and interpretation of horses’ feedback. Instructors and 
horses must be a strong team to conduct efficiently EFEL workshops. So, EFEL is then 
dependent on professionals who can interpret a horse’s behavior and give the 
participants feedback about how the horse’s response reflects certain things about their 
thoughts, personality, and behavior. 
 
EFEL Practitioners 
 
Equine-facilitated learning practitioners assist the participants in EFEL workshops, using 
horses as facilitators and behavioral mirrors of the participants. They are guides to a 
deeper inner connection, helping foster self-awareness and personal development.  
All instructors have an equi-therapeutic certification and some have a background as 
manager and psychotherapist. Each of the Epona’s certified practitioners discovered the 
power of horses through their own life experiences and love for equines.  
 
The Intelligence of Horses 
 
Horses are employed to “[...] help people explore their own emotional and behavioral 
issues” (Kohanov, 2001: 103). Each horse really has his own characteristics and must 
be known intimately by the instructor to be an effective “four legged partner.” In addition, 
horses and instructors work as a team based on collaboration and communication. To 
receive horse wisdom, instructors work with a “respectful partnership-oriented 
approach” (Kohanov, 2001; Hamilton, 2011; Irwin, 2005; Mertens,5 2012). Horses are 
facilitators to the extent they permit people to “leave their problems at the gate” 
(Kohanov, 2001: 96).  
 
As animals of prey, horses have a highly efficient system for detecting changes in their 
environment, specifically for detecting a predator’s body language. Even though horses 
have been domesticated by humans since 4000 BC, their survival instincts and intuition 
remain inbuilt. Their bodies are finely tuned to the outer world; they can sense a 
                                                 
4
 Scharmer, O. (2007). Rendre visible “l’angle mort de notre époque”: un résumé exécutif de la Théorie U: (1-23). In 
Utheory,  presencing is an operational field of connection with the world and self. This concept is more comprehensively 
explained by the Society of Organizational Learning and Presencing Institute, on www.presencing.com. 
5
 Equi-therapist from Quebec, met by the author during the paper realization and with whom regular contact and 
conversation about the EFEL approach and EFEL workshops are maintained. 
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predator’s movements from the tips of their noses to the ends of their tails. They are fully 
connected to the present moment, instinctively adapting their behavior at every moment. 
In this way, supported by Coates (2008), Hamilton (2011), Irwin (2001), Kohanov 
(2001), Rector (2005) and Strozzi (2004), they are able to give humans immediate 
feedback about their behavior, as an authentic and neutral mirror. They perceive a 
person’s emotions as simple data and react immediately because of their exquisite 
resonance ability.  
 
Additionally, it is also supported by Becker (2004), Mistral (2007) and Gehrke (2009) 
that horses can feel a person’s heart-rate frequency and sense their magnetic field. 
Horses are not in competition with humans, but they have to choose between either 
cooperating with them or taking flight as they would with a predator. With their very 
sensitive body language, horses “help us put our hands around the handle of the ego 
ejection seat [...]” (Hamilton, 2011, 27). In other words, they help humans abstain from 
using their ego and instead establish a more substantial connection to their right brain. 
Of coure horses do not make a distinction about language, religion, racial or social and 
professional positioning. They only feel people as they are — as prey living in a herd. A 
person’s background and history have no relevance for a horse, who responds to the 
core of a person’s spiritual being and reacts according to what is taking place in the 
moment. 
 
Herd Psychology    
 
Another important characteristic of horses is that in the wild, they naturally organize their 
lives together as a herd and are dependent on a leader. A group of two members or more 
can be called a herd. The leader has the responsibility of protecting the herd and 
ensuring its survival (Grandin and Johnson, 2005).6  “[...] each horse is looking for 
someone to lead the herd” (Hamilton, 2011, 104) and asks every member of the herd if 
he wants to lead. This is essentially the dynamic of what happens in the round pen7 
during EFEL workshops. Those individuals who display no leadership agility in front of the 
horse are essentially answering “no” to the following question: are you a potential leader 
for the herd or do I have to lead us? At this point in the workshop, instructors assist by 
observing behaviors by both the human and the horse, and pinpoint, for the participant, 
the skills they possess and lack. They then continue by working on the development of 
leadership skills in the participant. Horses help to refine human leadership agility 
because they continually test the participant until confirming that the individual is able to 
be a leader. “Leadership is something your horse bestows upon you [...] recognizing the 
leader in you” (Hamilton, 2011, 104). Furthermore, the herd has an implicit hierarchy. 
Every member has a precise role, responsibilities, and status, much like an 
organizational model (Gehrke, 2009; Strozzi, 2004).  
 
Facilitation with Horses 
 
Working with horses requires skills that are not easily seen by humans. Hamilton (2011: 
43) supports that the “power of energetic will [or] intention, is the process by which we 
                                                 
6
 Grandin, T. & Johnson, C. (2005). Animals in translation: Using the mysteries of autism to decode animal behavior. New 
York: Scribner. 
7
 A closed circle where people work with horses with or without an attached lead.  
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focus our energy by visualizing the end result before we begin.” In other words, it is 
essential for horseman to be mentally focused on outcomes in order to communicate 
with the horse effectively. To evade predators, horses will attempt to distract the 
horseman, knowing that it can throw their enemy off focus, giving themselves a chance 
to escape. This characteristic demands that participants in an EFEL workshop be deeply 
connected to the present moment and requires emotional congruence. Supported by 
Gehrke (2009) and Rashid (2011), this is the only way they will gain trust from the horse 
and finally achieve collaboration. A horse will respond to a person’s every command 
once he feels a trustworthy assertiveness from the person in question. As Kohanov 
suggests, working with horses is “[...] an art form that require[s] a sophisticated 
understanding of timing, concentration, visualization, anticipation of difficulties, constant 
reevaluation, the ability to regain focus quickly when thrown off course, and knowing 
when to press forward and when to back off” (Kohanov, 2001, 118). This specific, 
present connection requires facilitated “energetic connection” (Gehrke, 2009, 230) to 
bring humans to a low-stress learning environment, moving away from judgment, 
incongruent emotions, and negative influences from education, norms, and past 
experiences (Mills, 2005). They “[...] reflect the authentic feelings behind the socially 
acceptable masks people wear” (Kohanov, 2001: 183). Consequently, horses help 
people to overcome negative emotions that diminish empowerment by reflecting this 
physically as a real mirror of human insight; “horses don’t judge or reject us for what 
we’re feeling; it [is] the act of trying to suppress our emotions that drives them insane” 
(Kohanov, 2001, 148). 
 
A Horse’s Way of Learning 
 
A horse’s survival depends on its ability to learn from experiences. Kohanov (2001) 
termed this the gift of “one trail learning.” In the equestrian world, the learning process 
has to explain clearly what is bad or good; there is no punishment without explanation or 
possibility for misinterpreted factors if the leader of the process expects improvement 
and change. Just like humans, horses need a clear process plan with established goals 
and emotional congruence from the leader in order to achieve tasks efficiently. “[...] a 
horse simply isn’t giving his full attention to the lesson when he feels threatened [...]” 
(Hine in Kohanov, 2001: 152). Because of this, according to Desmond and Dorrance 
(1999), working with horses can generate a series of positive outcomes that in turn can 
facilitate the development of leadership skills. For example, positive outcomes such as 
self-satisfaction, confidence, and awareness can help create a new positive circuit in a 
person’s brain — a new reference for behavioral reactions in situations that require 
leadership. As such, working with horses can help leaders to recognise the value of 
connecting with their deep emotions, leading to a new positive behavioral experience 
and provide opportunities to practice these outcomes in other areas of their lives. In a 
practical sense, EFEL workshops cultivate a deeper self-awareness. 
 
EFEL Workshops 
 
EFEL Workshops were born out of Kohanov’s desire to train her young mare in a 
collaborative spirit. This way of training increased expressively education of both — 
horse and rider — and made this mare a partner and “a coach to teach us some news 
moves” (Kohanov, 2011: 14). She argues that “these workshops and private sessions 
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employ horses in teaching people of all ages and backgrounds how to achieve a state of 
greater physical, mental, emotional, and spiritual balance” Kohanov (2001: Tao of Equus 
Introduction). The global philosophy of this approach is to raise a person’s awareness 
concerning behaviors they have adopted, bad or good, in a situation that requires them 
to be a leader. Primarily, it is about learning how stop rejecting issues that arise and use 
these insights to thrive and understand the behavioral reactions faced in specific 
situations. Conversely, participants work on changing their behavior and reprogramming 
old patterns of thinking — all facilitated by horses. This method is then adapted 
according to each person and situation.   
 
EFEL Methodology 
 
Practitioners use experiences, practical exercises, observation periods, and various 
practices with the horses, pairs, and workshop coordinators to put participants in real 
situations of practicing leadership. This approach is well adapted to the organizational 
context. They guide leaders in a deep observation of other participants and horses — 
being continually alert when judgment or criticism influences thinking — and adapt new 
situations to a better practical understanding of each kind of behavior. By doing so, 
participants have tools to thrive, but need to be guided to find their own way. Instructors 
can help leaders grasp the message behind horses’ behaviors with their experience of 
bringing people into the particular horse frequency and then interpreting the horse’s 
language (Kohanov, 2001; Roberts, 2002). 
 
Developing Key Management Skills 
 
Management skills are usually associated with “identifiable sets of actions that 
individuals perform and that lead to certain outcomes” (Whetten & Cameron, 2008: 9). 
Management skills developed from 
EFEL correlate well with models of 
essential management skills:  
 
Management skills provided by 
these authors are similar to most 
key skills developed through EFEL. 
This approach looks at an 
individual’s development through 
self-awareness in leading situations 
with horses. EFEL instructors and 
practitioners such as Irwin (2001), 
Kohanov (2001, 2003), Rector 
(2005), Strozzi (2004) as well as 
authors like Church (2007), Coates 
(2008), Dorrance and Desmond 
(1999), Gehrke (2007), Hesler-Key 
(2001), and McCormick (2004) all 
support that EFEL develops 
leadership, communication, 
emotional intelligence, stress-
  Figure 1: A Model of Essential Management Skills (Whetten &      
Cameron, 2008: 19). 
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resilience, power, influence, and spiritual intelligence. The next section of this article is 
dedicated to defining each skill derived from EFEL and explaining why managers will 
benefit from its development and how horses can facilitate this development. 
 
Section 2: How Managers Develop Leadership from EFEL 
 
EFEL offers an opportunity to develop self-awareness and to realize a higher level of 
agility or action logics where leaders need to be aware of their present development 
state. This is where horses come in. With their special presence, participants are able to 
experience links established between behaviors and feelings, connecting them more 
directly to the present. This makes them focus more on what horses reflect back. 
Keeping in mind that horse survival depends on their accuracy to read their 
environment, they expect from people (if they are to serve as leaders) emotional control, 
clear will, confidence, listening, relaxation, and deeper communication through an open 
mind with a deep focus in the present. As Greenleaf (1998)8 points out, the leader has to 
be a servant before becoming a leader. And horses bring one into an authentic 
experience and demonstration of consequences in a herd to be a servant first in order to 
obtain collaboration and efficient teamwork. Because leadership includes key 
management skills such as emotional intelligence, communication, power, influence, 
stress-resilience, as much as observation, by asking leaders to be servants, horses ask 
of leaders to develop their capacities of consciousness. The benefits of being a servant 
leader justify the importance of each individual cultivating this form of leadership in his 
or her organization. Making intuitive decisions and staying in the present moment with 
emerging reality demands a certain degree or level of consciousness and a high mastery 
of communication (Greenleaf, 1998). 
 
Communication Development with Horses 
 
EFEL tends to be more focused on non-verbal communication. Nevertheless, verbal 
communication is practiced and essential to express emotions and awareness 
development during the workshop. Because of their honesty in exchange with others, 
horses show humans a model of direct interactions that improve socio-emotional 
competencies related to communication agility (Russell-Martin, 2006). Because horses 
work on congruence and never punish or threaten, defensiveness is a kind of self-
protection and has no place in the round pen. They give an authentic reading of the 
emotional and behavioral situation without judgment or criticism (Gehrke, 2006; Irwin, 
2001; Kohanov, 2001; Strozzi, 2004). Horses are offended when the communicator 
demonstrates self-aggrandizing behaviour, shows off, or loses respect and motivation. As 
a result, they reflect this disconfirmation back. It looks like agitated horse behavior, 
showing him that his incongruence makes his way of communication meaningless and in 
contradiction with the potential leader for the herd. Communicating effectively relates to 
some skills as a “socio-emotional” orientation (Bales, 1950), as emotional intelligence 
(Goleman, 1995), and also as “human relations skills” (Whyte, 1955). “Sensing others is 
also a central skill to the whole notion of interpersonal communicative competency” 
(Morgan, 2001: 23). 
 
                                                 
8 Greenleaf, R. (1998). Servant Leadership. San Francisco: Berrett-Koehler, 21-61. 
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Emotional Intelligence in 
the Context of EFEL 
 
Emotional intelligence is the 
“[...] ability to monitor one’s 
own and others’ feelings and 
emotions, to discriminate 
among them, and to use this 
information to guide one’s 
thinking and action” (Salovey & 
Mayer, 1990; in Morand, 
2001: 25). This particular 
conceptualization of emotional 
intelligence helps establish 
and legitimate important 
connections in the EFEL 
process. 
 
Why is Emotional Intelligence Essential in EFEL?  
 
Being resonant with our own emotions is an integral part of emotional intelligence that 
asks empathy from others and consequently, gives power and influence in leading 
successful changes and fosters positivity. EFEL provides awareness about emotional 
expressions and shows incongruence through equine behavior. Being emotionally 
intelligent involves developing the ability to read the horse’s emotions. It also means 
being able to recognize other people’s emotions as well as our own feelings. EFEL 
workshops promote emotional development — as horses serve as a powerful mirror of 
our behavior — giving instantaneous emotional feedback devoid of judgment or societal 
influence. Horses become a kind of emotional management facilitator. Kohanov (2001: 
237) outlines that equine facilitated therapy employs a form of biofeedback for 
practicing self-awareness, emotional management, and relationship skills that human 
role-playing exercises and discussion groups cannot begin to access.  
 
Power and Influence with EFEL 
 
According to Foucault (1980) and Apollini, Jordan & Walsh (2009), we cannot exercise 
power except through being in proximity to truth. So, consistent with this definition, it 
EFEL workshops help managers become more aligned with the reality principle. Power is 
defined as the ability to motivate others to work efficiently and shape their environment 
in a collaborative manner (Cameron and Whetten, 2008). With horses, using power and 
influence means having the horse cooperate with you without confrontation or 
aggressiveness. This is possible only in using the power of will, focus, and body language 
with assertiveness. As demonstrated in Figure 4, power has to be well balanced to win 
the trust of others who are using power and influence. Working with a horse demands an 
optimal personal and informal power. A lack or an excess of power with horses never 
gives you back what you were expecting whereas using optimal power will give you more 
than you expected. The horse will generate increased and clearer feedback, fostering 
self-acknowledgement, empowerment, and satisfaction.  
Figure 2: Morand, D.A., 2001. The emotional intelligence of managers: assessing the 
construct validity of a nonverbal measure of “people skills.” Journal of Business and 
Psychology. Pennsylvania: Human Science Press, 16 (1): 23. 
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Stress Resilience Developed by EFEL 
 
Schwartz and Stone (1993) indicate that stress is one of most common obstacles of 
effective management. It is useful for managers to discover ways of thriving with stress 
and to develop resilience instead of sustaining its negatives influences. In an EFEL 
training, coming into a horse’s frequency means being in an emotional and spiritual 
resonance with the animal, which reduces stress — physically, emotionally, and mentally 
(Gehrke and Schuyler, 2006). According to Ulrich (1993), discovering and experiencing 
positive stress in an appropriate learning environment promotes positive emotional 
states, which is what EFEL provides. The presence of horses relaxes people in a stressful 
state. Horses teach people to practice resilience by showing them the positive effects of 
stress and how they have to manage it.  Finally, management skills developed through 
EFEL are needed in this organizational transitional period. Because of their non-
judgmental and authentic way of giving feedback and providing self-awareness, horses 
serve as facilitators of management skills.  
 
The Learning Environment Provided by EFEL  
 
Interactions between a horse and a human reveal high resonance and responsiveness to 
the emotional environment. Horses, like humans, have a bio-emotional field and produce 
biofeedback, making them facilitators for human healing. Like stress, emotions can 
disturb concentration and human relationships. As we have seen previously, stress 
resilience is an important quality to have in order to limit emotional disturbance since it 
affects both social judgment capabilities and cognitive performance. Stress resilience 
procures positive effects and improves cognition and the predisposition for learning. In 
the same way, positive emotions will link learning to pleasure and induce the necessary 
motivation to learn. Positive emotions in learning emerge from a good understanding of 
the process and the realization of one’s own advancement throughout the process. 
EFEL, by making heart, brain, and body connections is a catalyst in the learning process 
due to the positive outcomes from equine workshops. 
 
The Positive Outcomes of Equine Workshops 
 
Horses regulate our heart rates, bringing managers into a positive energetic learning 
environment. Heart-Brain-Body connections are significant indicators of physical and 
mental health states (McCraty and Tomasino, 2004). Studies from the Institute of 
HeartMath measured the heart rate variability during horse-human interactions. Results 
demonstrated that a horse, because of its ability to synchronize its heart rhythm with the 
human heart, will resonate with the human’s emotions, providing biofeedback through a 
specific behavior detected by EFEL instructors and other equine specialists. Scientists 
are able to distinguish between negative and positive emotions due to the variability of 
the heart’s rhythm. In addition, they discovered that this same emotional resonance 
phenomenon appears between two individuals. So when a horse feels a human’s 
negative emotions, it will make the horse uncomfortable. As prey, it is not able to remain 
in this state for long and it will try to return to a normal heart rate. Horses have trouble 
regulating their emotions by themselves and as a result, will seek positive emotions in 
their environment to return to a more comfortable state. During a workshop, the 
participant is the only emotional resonance tool of which the horse disposes. McCraty 
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(2004) discusses the electromagnetic power that horses have with respect to the human 
heart rate frequency. They can guide a human, such as a whisperer, toward a positive 
emotional state by reducing his or her stress level through lowering one’s heart rate. 
McCraty (2004) and Mistral (2007) discovered that in the presence of a horse, a human 
makes a stronger connection to the right side of his or her brain when bonding with the 
animal, primarily in a subconscious manner. Like horses, humans have a certain 
electromagnetic influence in relation to their environment in the sense that a positive 
feedback cycle exists between the two. This phenomenon happens at a subconscious 
level through the right side of the brain. The fact is that a positive emotional state 
improves leadership and others’ management skills due to a good synchronization 
between the nervous system, the heart, and the rest of the body. Finally, according to 
Gehrke (2007), working with horses leads to higher physiological coherence. 
 
Positives Outcomes from the Horse’s Feedback 
 
Participants in EFEL workshops have claimed that a horse gives one a feeling of 
satisfaction and increased self-esteem when it simply follows with no lead lines 
attached. At that moment, the participants understood that it is not enough to say to 
someone, “I am your leader so you have to listen to me and follow me.” This is wholly 
insufficient to lead people and to gain their trust. Horses show individuals that, as within 
an organization, managers have to demonstrate that people can trust them — not based 
on their status or legal power — but because of their ability to lead efficiently by showing 
respect and by being comfortable under dynamic conditions. The proof must not only 
come from one’s head and competence, but also from his or her heart and body 
language.  
 
This way of leadership produces positive outcomes for everyone, generating power and 
energy and influencing others to do what you want through assertiveness and a 
collective spirit. Horses reward humans by being receptive as soon as the human is in 
congruence with what he or she wants the horse to do — like men and women are. They 
help to give managers immediate 360° feedback on the impact they have on others and 
their environment, continually asking the manager for “authentic leadership.” They teach 
managers to operate like them, with integrity and fairness, when interacting with others. 
“[...] horses actually assist in demonstrating the consequences of emotion driven 
behavior[...]” (Gehrke and Schuyler, 2006: 23).   
 
In conclusion, learning is a process that uses various ways of knowledge acquisition and 
practice. In comparison to other learning models, EFEL shows that horses are effective 
facilitators in acquiring knowledge and improving self-awareness by involving thinking, 
feeling, and intuitive processes.  
 
Spirituality and the EFEL Approach 
 
Badrinarayanan and Madhavaram (2008) explain that spirituality is an omnipresent 
dimension in the self-development process, but rarely in a manager’s professional life 
and as a result, in organizations. Spiritual intelligence broadens the range of intelligence 
forms, adding depth and increasing connectivity to the world and other beings. Taylor 
J.B.’s experience is a clear demonstration of this phenomenon, most specifically when 
she mentioned that her stroke initially led to a surprisingly high level of happiness and 
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peacefulness that she had never experienced before in her life. She described it as 
receiving a strong force coming from inside, and feeling she had become a part of the 
environment around her — rendering her unable to identify the limits between the whole 
and her body in this unity. Her vision of everything was integral. Gehrke and Schurley’s 
research (2006) support that humans can be connected to their environment and 
become affected by it through heart rate variability. Since horses are deeply connected 
to their environment because of their survival needs, they appear to have the ability to 
teach us the art of using our right side brain to use and feeding our inside power of co-
creation with the world. This next section will explore definitions of spirituality and 
spiritual intelligence, relating them to EFEL and the role of horses in spiritual 
development. 
 
Section 3: Spirituality and Spiritual Intelligence 
 
Spirituality is an innate element of being, related to “sensing and perceiving the outer 
world” (De Souza, 2009: 1132). “Spirituality refers to a person’s ultimate values and 
commitments, regardless of their content to the values to which we subscribe which give 
meaning and orientation to our lives (Griffon 1988:1, in Kourie, 2008: 23).  “Spirituality 
entails the ongoing harmonious integration of the whole human person” (Kourie, 2006: 
26). It is also “the capacity of persons to transcend themselves through knowledge and 
love” (Schneiders 1986: 265; 2003: 265; in Kourie, 2006: 23). The “ultimate belonging 
or connection to the transcendental ground of being” (Vaughan, 2002: 17) is a kind of 
subtle inner power that people are often not aware of (Kohanov, 2001). 
 
Many authors like Anthony (2003), De Souza (2009), Vaughan (2002), and Zohar 
(2000), consider three forms of intelligence in human beings: intellectual (cognitive 
learning and thinking process), emotional (affective learning and feeling process), and 
spiritual (inner reflective learning and intuitive process). These considerations support 
that the emergence of the spiritual quotient was influenced by Buddhist cultures. 
Defined as an integrated intelligence, it is a “transpersonal intelligence that transcends 
the boundaries of the individual” (Anthony, 2003: 40). Spiritual intelligence is the ability 
to connect the heart, the brain, and the soul to the universe (Dossey, 2002; Vaughan, 
2002; Zohar, 2000). A non-rational dimension, unifying human and nature, “our relation 
to the absolute” (Waijman, 2002: 1; in Kourie, 2006: 24), teaches humans to co-create 
with their environment in a state of “presence” (Scharmer, 2007). SQ or the spiritual 
quotient is another form of human intelligence, linked to the soul and imagination 
helping one thrive as a whole entity, leading to a higher level of reflection and use of 
creativity in solving problems with the feeling of personal power and collective spirit 
(Zohar and Marshall, 2000; in Anthony, 2003: 5).  
 
Connections with the Learning Process and the Heart-Brain-Body Connection 
 
Spirituality “operates in the learning process and connects between rational thought 
which is linked to the process of thinking, the emotions which trigger feelings, and 
spirituality, which draws on the subconscious mind to enable the individual to creatively 
and intuitively find solutions” (De Souza 2008: 1132). Using spirituality in the learning 
process “raises the potential for the integration of learning” (De Souza, 2009: 1133). 
Some authors talk about gaining knowledge implicitly, referring to the subconscious 
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mind in the learning process. According to Vaughan (2003), spiritual development begins 
with authenticity, self-awareness, and the absence of defensiveness and hostility. 
Integrating heart and mind, spirituality helps to recognize the power in one’s self, and to 
learn from one’s mistakes, in the misidentifying from ego. Practicing spirituality helps 
people to be more connected to the world and the heart because development of 
spiritual intelligence is associated to the integral vision of “I” and the world, supports 
Anthony (2003). In Kourie’s (2006) opinion, the authentic answer and awareness of 
“Who am I?” can come when the individual finds harmony in his or her own beliefs, 
thinking, and behaviors. EFEL practitioners demonstrate that horses help people make 
the connection between the heart, the brain, and the body to finally find harmony, as a 
new approach to learning: the heart-brain-body connection. Training, teaching, and 
learning usually focus on incorporating something new in the brain. Gehrke and Schurley 
(2006) support that the incorporation of essentials points to the learning process, the 
heart, and the body at the same level as the brain facilitates the integration and the 
emergence of the new. “Experience with body-based learning can help managers 
appreciate viscerally what is required for maximal learning” (Gehrke and Goldman, 
2006: 9). It seems that considering oneself as one larger series of systems in harmony 
decreases discomfort, increases confidence, and puts people in a positive learning 
environment as they start “letting go” and “being present.” By doing so, the EFEL 
approach uses the “heart-brain-body connection” to work on the harmony in oneself 
including emotions, self-awareness, judgment, and interpersonal relationships. The EFEL 
learning environment is not “sticky”; there is an advantage for management 
improvement in leading changes to learn in an unstuck process with pleasure and 
immediate reward. The heart-brain-body connection facilitated by horses works on the 
connection to our inner world and our environment, thereby stimulating our spiritual 
intelligence. 
 
Spirituality Development through the EFEL 
 
The EFEL approach is similar to a kind of transformational learning inspired by Boyatzis 
(2001), De Souza (2004), Low (2003), and Scharmer (2007). The EFEL program applies 
the three aspects of being from De Souza (2008): Thinking, Feeling, and Intuiting. Horses 
facilitate the reflection from the person’s “center” (Kourie, 2006: 23; Zohar, 2000: 162), 
also called the soul (Marshall and Zohar, 2000; Vaughan, 2002), the non-conscious 
mind (De Souza, 2009), and links to the right side brain (Gehrke and Schuyler, 2009; 
Hamilton, 2011; Taylor, 2002). This starting point of reflection uses an intuiting process 
in the way of “sensing and perceiving the outer world” (De Souza, 2009: 1131). It comes 
before the emotional resonance. Starting firstly with intuition, this intuitive learning 
process provides an objective and non-judgmental approach of what people are learning 
in the present moment. It facilitates the advancement process for feeling and thinking — 
as a virgin field waiting for new plant seeds and fresh rain to grow in sustainable 
conditions. Horses push humans in this subconscious potential of learning called “the 
intuitive way of knowing” by Del Prete (2002). EFEL teaches participants to tap into their 
observation senses, to experience silence with horses, to look in their inner world to find 
solutions in a non-contextual situation, and finally, to co-create new behaviors and 
knowledge around leadership with their four-legged partner.  
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The primary goal in an EFEL workshop is to develop sensitivity to inner intuitive reflection 
and to be open to receiving the product of this new reflection through the eyes of honest, 
emotionally intelligent facilitators. De Souza (2009: 1136) supports that “students need 
to develop skills that allow them to see through the eyes of another.” In EFEL, the role of 
“another” is played by the horse. Dossey (2002) considers dreams “an integral part of 
healing” (Dossey, 2002; in Anthony, 2003: 45) and introduces the idea that the non-
rational dimension must be integrated in science processes as “the primacy 
consciousness in the universe” (Dossey, 2002; in Anthony, 2003: 46). Kohanov worked 
with this way with the horses’ power of awareness, connecting to the non-rational 
dimension: “They showed me that when logic couldn’t make sense of a situation, some 
completely irrational notion that popped into my head, my heart, or my dreams might 
lead me to the truth” (Kohanov, 2001: 38). Broomfield goes further when looking at the 
human’s relation to nature: “Humans and nature are not separated, but are in unity” 
(Broomfield, 1997: 96). He supports that nature communicates with us through visible 
messages. He confirms, too, that animals have a “vibrant intelligence” in terms of 
resonance. Broomfield’s affirmation is in alignment with the heart rate study related by 
Gehrke and Schurley (2003) mentioned previously. In fact, horses come in heart rate 
frequency synchronicity and use their non-verbal communication to express themselves, 
always deeply connected to their environment through visual, auditory, tactile, 
emotional, and intuitive senses. Horses are not able to support incongruence or human 
inner stress. Animals do not use the cognitive process in their thinking, making them 
authentic and honest beings playing the role of developmental facilitators. According to 
Kohanov (2001), because of their power to bring people to focus only and deeply on the 
present moment, horses have positive impacts on all physiological and cerebral activities 
through our subconscious connection to our right side brain. This connection leaves time 
to receive and understand all outer and inner information and use it to thrive. Taylor J.B. 
(2006) supports that with an exclusive connection to our right side brain, referred to as 
her stroke of insight, everything slows down and little attention is paid to it because of 
the nature of the perceptions experienced. Woods (1996: 9) explains that the deep 
connection to inner world, which draws upon the right side brain, is a kind of “self-
transcendence.” Otherwise, nature teaches us spirituality, and in the case of EFEL, 
horses help us use our spiritual intelligence and develop it through the process of 
personal development and a deeper understanding of the universe.  
 
The EFEL Learning Process in Relation to Learning Sciences 
 
Kegan (1982) supports the notion that managers improve their level of leadership ability 
when they differentiate themselves from their mental models and look more objectively 
at reality. It is a question of being aware of the relation between personal sufferings and 
personal views, thinking, and reactions. Joiner and Joseph (2007) describe this 
individual world view, action logic, self-strategies, and representations — the conscious 
expansion of a manager engaging evolution. To improve himself, the manager must 
consider his own world view and his needs in this world. However, some needs are 
harder to identify than others because they are too deep and may be contrary to rules 
and principles inveterate to the manager. Nevertheless, these needs that are hard to 
define are often responsible for incongruent emotions and behaviors. This reflection and 
awareness gives power and control to oneself, which is essential to personal 
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development. This directly relates to Mahatma Gandhi’s insight that “the purpose of life 
is to know oneself. And in order to do , we must learn to identify with all that lives.” 
 
Fortunately, EFEL provides awareness, assessment, learning, and analysis practice 
through workshops as a result of all the learning styles it uses.  Schuyler (2006) supports 
that a manager’s quest for empowerment needs a new approach — one that could teach 
and coach by using body and world interactions to integrate a sustainable empowerment 
and self-development, thereby making use of the right side brain. In the case of EFEL, 
skill development, supported by Cameron and Whetten (2008), Gehreke (2006), 
Kohanov (2001), Rector (2005), Schuyler (2006), and Strozzi (2004), is based on the 
assumption of awareness through behaviorial feedback guided by a professional and an 
animal in a global partnership. However, a manager’s ability to learn demands a certain 
open mind, eschewing old knowledge to prepare room for the integration of the new.  
 
Section 4: Conclusion and Future Research 
 
The article will now conclude with a brief reflective sketch of the intuitive learning 
process facilitated by horses. This reflection is inspired by Scharmer (2007), De Souza 
(2006), Low (2003), and Boyatzis (2001). It is demonstrate in the logic of “I” as the 
process center keeping the focus on action logic development. To introduce the model 
and before starting the EFEL workshop, certain factors have to be considered:  
 
 Who am I;  
 My state of spirit, thinking, perceptions, and beliefs of the outer world;  
 My inner perception and understanding of myself; and 
 Existing ideas and beliefs of who I am and how I am in personal and professional 
life. 
 
Like Scharmer’s U theory, EFEL follows a process of open mind, open heart, and open 
will — facilitated by horses.  
 
Co-initiating  
 
The first feedback from the horse is during grooming: the horse makes an analysis. I 
have my first experience with the horse, observing his reaction and connecting within. 
Horses offer a kind of review of my inner self as a behavioral mirror. Their feedback and 
the instructor’s guidance lead me to an awareness of who I am. This provides me with an 
awareness of what I do and how, as well as of my personal skills. This is facilitated by the 
instructor’s assistance and his or her explanations of the horses’ reactions. This first 
step sheds new light on the difference between who I think I am and who I am, making 
visible what is invisible. The horse is a mirror of my interior. The horse initiates me to the 
practice of connection to the present moment. It is practical learning to receive horse 
feedback and react to same as a behavioral mirror. At this point, I start a constructive 
reflection guided by instructors, on how to improve myself to complete the exercise with 
the horse. Finally, I am in a deep listening state and I am receptive and open. 
 
Co-sensing 
 
I understand that I must consider the horse as a partner and not an obstacle or a 
challenge. At this level of practicing my development with the horse, I have to observe 
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carefully what happens — first, for my security, and second because the horse does not 
leave me with a choice. Here begins the process of collaboration in order to complete the 
goal. I come into emotional resonance with the horse, leaving at the gate all exterior 
influences on my perception. I start to unlearn, in a deep connection with the world; I 
open my heart and connect it to my mind. And finally, I join the horse frequency and 
reach the “letting-go” state. Subconsciously, I come into a deep connection with the right 
side of my brain, observing and listening to the surroundings and being receptive to the 
horse’s feelings. I focus only on horse. I get far away social pressures, judgment, 
experiences, stress, fear... suspending the voice of judgment. 
 
Co-presencing 
 
At this point, I am in an intuiting process — an inner reflective and receptive process of 
new learning. I start using intuition with the horse and trust in it as it has trusted me. It is 
the beginning of a new learning process — using my inner spiritual power to “transform 
knowledge and action, sensing and perceiving the outer world” deeply and intuitively (De 
Souza, 2009: 1131). Like the Utheory process, I slow down to understand my logical 
actions, improve my listening of inner and outer phenomena by beginning to listen to the 
horse’s biofeedback, as generative listening.  The horse facilitates the emergence of my 
insight power. This state of high level of presence provides me with an awareness of my 
leadership ability and the existence of the deeper grounds of strength to which I have 
access. 
 
Co-creating 
 
I co-create from this deeper connection between the horse, my intuition, my feelings, and 
my thinking. I start to unify my mind, my heart, and my body to plant the seeds for new 
management skills with the horse as a partner — a mirror of my intuition. I am open to 
learning new aspects about myself, leading to new behaviors and knowledge. I practice 
the power of will with the horse and adjust instinctively to new behaviors. I start to co-
create a way of being with the horse. I am aware that this collaboration with the horse is 
for my own improvement on deeper levels, but also for life as a whole. I use my four-
legged partner to practice new aspects of who I am. I am in the practical integration 
process; the horse follows my intuition and checks if I am a potential leader for the herd. 
It will test my leadership. He provides me with a new awareness of my leadership ability 
level. The EFEL workshop allows one to remain focused on my actions and how they are 
done, allowing the immediate testing of one's authenticity throughout the self-
development process. This practice is a kind of development from action and definitively 
leaves negatives in my life and old knowledge behind, as non-essentials of myself. I 
experience and feel the power of heart-brain-body connection. 
 
Co-evolving 
 
At this level, I find assertiveness and connection to the world. I harmonize my mind, my 
heart, and my body through the horse’s help in connecting to my inner world in a 
subconscious process. This practice reveals the acquisition of the physical and cerebral, 
helping bring new awareness of the change I am called to live. I integrate new behaviors 
through a recognition and application of my emerging strengths and future possibilities. I 
acquire a new spirit and perception of who I am. I note a co-evolution of my level of 
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consciousness and my perception of the outer world. A new way of considering things 
and how they work is born inside me, opening and touching the spiritual part I have and 
didn’t use before. Finally, I have a reflection of what happened during the schedule with 
the horse, alone, and with the instructor, to continue the process of development and 
complete the transition.  
 
Closing Thoughts on Future Work 
 
Research is currently underway concerning the human and horse relationship.  For 
future studies, it will be valuable to focus on the professionals assisting in the EFEL 
workshops.  What capacities are important for assisting and leading from a 
consciousness point of view?  What makes an efficient guide in the personal 
development process? By exploring the spiritual dimension of the EFEL workshop, how 
might this further clarify how horses serve in the process of management skills 
facilitation through field studies? Future research may consider how EFEL can develop 
possibilities of spiritual intelligence of which managers and professionals are currently 
unaware, particularly in terms of the key management skills addressed in this article. 
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 Abstract
The purpose of the research paper is to present various 
leadership styles with illustrations of international leader 
types. It helps the reader spot a particular leadership 
style for building a leadership brand. It attempts to 
motivate senior level leaders to appreciate what style of 
leadership is essential in the current scenario.  
Design/Methodology/Approach 
The paper contains the leadership code mapped by 
Norm Smallwood exclusively for this author. The code 
sets forth five leadership characteristics: strategist, 
executor, talent manager, human capital developer, and 
personal proficient —all essential traits for an effective 
leader.   
Findings
The current century calls for leaders, not bosses. It calls for leaders with managerial 
skills and abilities who can be called managerial leaders. It calls for leaders who can don 
multiple hats to respond to a 
particular situation with flexibility. It 
calls for leaders who are authentic 
and have a deep sense of purpose 
and commitment. It calls for leaders 
who lead by example to make a 
difference for others.  
What is Leadership? 
Leadership is the ability to lead from 
front with energy and enthusiasm.  It 
is the process of setting the goals, 
influencing the people, building the 
teams, motivating the team 
members, and finally accomplishing the goals by aligning their actions and energies 
effectively. Leadership emphasizes the “we” rather than the “I.”  In case of a failure, the 
leader takes full responsibility and demonstrates his/her accountability. In case of 
Spot Your Leadership Style – 
Build Your Leadership Brand 
Professor M.S.Rao, 
Ph.D.
“Just as a product or service brand creates 
value over generic products or services for its 
owners, we believe that a corporate brand is 
sustained and enhanced by that 
organization’s leadership brand. Leadership 
brand represents the identity and 
reputation of leaders throughout a 
company. Leaders demonstrate a brand 
when they think and act in ways congruent 
with the desired product or firm brand.”  
—Dave Ulrich 
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success, the leader says we have succeeded because of the people behind me.  
Succinctly, the leader spreads the fame during success and takes the blame during 
failure.  There are several theories and various types and styles of leadership. We shall 
analyze 28 leadership styles and types succinctly, highlighting the salient characteristics 
and allowing the reader to more readily adopt a certain leadership brand.  
 
Autocratic Leadership: Autocratic leadership provides a scenario where leaders make 
decisions without consulting others. They render decisions that initially sound beneficial.  
It supports a puppet-like work environment rather than a creative one.  It usually prevails 
in military organizations where the superiors should not be challenged by subordinates. 
It is justified when time is restricted and there is an element of secrecy involved in the 
decision-making process.   
 
Democratic Leadership: Unlike autocratic leadership, democratic leadership presents 
a bottom-to-top approach where the ideas of the lower-rung people are garnered and 
respected. Democratic leaders move the group toward its goals while the autocratic 
leaders move the group towards their goals. It believes in sharing responsibility, 
encourages creative thinking as there is freedom for the employees, and it minimizes 
organizational politics and friction among the people. In a nutshell, democratic 
leadership embraces free discussions and deliberations to help formulate decisions 
within organizations.  It believes in respecting others’ views and opinions.  It helps to 
promote the free flow of ideas in order to choose the best one.   
 
Charismatic Leadership: Charismatic leaders are perceived as possessing inherent 
supernatural powers and abilities by their followers. They are astute with body language 
and communication skills. They impress people through the usage of eye contact and 
hand movements. Robert J. House contributed to the theory and definition of charismatic 
leadership. Charisma is a Greek word meaning “divinely inspired gift.” Charismatic 
personalities are charming and colorful. They have magnetic personalities which appeal 
to their followers. They know the pulse of their people. These are basically traits (e.g., 
communication skills and domain knowledge) which others can acquire and hone. 
 
Strategic Leadership: When strategy becomes the bedrock of leadership, it is known as 
strategic leadership.  It is often presupposed that every leader works with strategy. While 
that assumption is correct, true strategic leaders do not concern themselves much with 
short-term gains and myopic perspectives. They don’t have limited mindsets. Rather, 
they fix their goals firmly on the desired target with a long-term perspective. 
 
Strategic leadership is all about the ability to position and prepare strategically for 
achieving organizational goals and objectives. It involves planning, long-term 
perceptions, and precise decision-making. It connects planning with execution. It blends 
both strategy and leadership. It provides a mental picture to help determine where and 
how to reach specific goals. It stresses the role of the leaders rather than of specific 
strategies as juxtaposed to strategic management where the opposite is true. Succinctly, 
strategic leadership is the process of setting direction, providing inspiration, respecting 
short-term failures, and maintaining long-term perspectives in reaching organizational 
goals and objectives.   
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Visionary Leadership: Any leadership starts with a vision followed by mission and 
execution. Therefore, vision becomes the bedrock of leadership. It is the first pillar that 
sets things in motion. In fact, leadership alone focuses on vision whereas management 
emphasizes mission.  
 
A person’s vision comes from his or her convictions. It emanates from the passion, 
values, ethics, and etiquette of that individual. Vision makes things easier and clearer for 
others. It clears the clutter and makes the path free from obstacles.  
 
Visionary leadership is not conventional leadership. It is different and unique from 
normal leadership. The primary focus of visionary leadership is first on passion and 
vision and subsequently on mission followed by execution for achieving organizational 
goals and objectives.  It links the present to the future.   
 
Empathetic Leadership:  Although there are a number of definitions about leadership, 
there are very few concerning empathetic leadership. The current world is undergoing 
substantial changes and challenges due to technological advancement. Although people 
are blessed with comforts and luxuries, they are beset with problems as well. This is 
where empathy and empathetic leadership are needed to address all these issues. 
 
While building a team, it is essential to assign all members roles and responsibilities 
based on their strengths, competencies, skills, and abilities. Leadership which does not 
empathize with the followers during role allocation leads to adverse effects where the 
followers do not enjoy what they do because they are not capable of doing their duties. 
The leader must acknowledge the pros and cons of assigning roles to the followers — 
whether the person is really capable of delivering the goods as assigned. Empathetic 
leadership requires understanding, appreciating, and empathizing with people. 
Succinctly, empathetic leadership can be defined as the process of visioning, missioning, 
team-building, influencing, motivating, and aligning individuals through attentive and 
active listening with emotional intelligence.   
 
Situational Leadership: Situational leadership adapts to the needs of the followers 
depending on their maturity, intelligence, competence, and level of commitment. It 
blends directing and supporting behaviors to followers in conformity with the situation. 
As Dr. Paul Hersey rightly summarized, "In one sentence, situational leadership is 
matching your leader behaviors to the performance needs of individuals."  
 
Potential Leadership: All businesses want to grow aggressively to outsmart others. The 
key to aggressive growth is to have potential employees and leaders who can take the 
organizations to greater heights. But how to spot, motivate, retain, and train potential 
leaders represents challenging tasks for all businesses. The 21st century calls for 
potential leadership to take on corporate battles in alignment with changing times and 
technologies. Marshall Goldsmith, identifies and outlines key characteristics and needs 
of high potential employees which include a general desire to be treated as partners as 
opposed to subordinates, to have full transparency in all organizational decisions and 
actions, and by having all self-interests exposed and neutralized for the mutual benefit of 
all stakeholders.   
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Innovative Leadership: There are three kinds of people — the first focuses on 
individuals; the second on issues; and the third on ideas.  The third kind is comprised of 
innovative leaders who emphasize creativity and the generation of ideas rather than 
brooding over petty issues and spending unnecessary time on individuals. These leaders 
are also known as “eureka leaders.” 
 
Innovative leadership is all about encouraging people who have new ideas and insights 
to motivate others to experiment and explore the same to minimize failures and 
maximize success. It also involves respecting their failures and guiding them to try and 
test their ideas.  It calls for extraordinary intrinsic feelings and ethereal intuition on the 
part of these leaders.  
 
Innovative leadership should not be confused with creative leadership as creative 
leadership involves fashioning new ideas and insights. However, innovative leadership 
involves the implementation and commercialization of ideas.  Additionally, it adds value 
to existing ideas.   
 
Versatile Leadership:  Versatile leadership involves the ability to adapt communication 
in alignment with the needs of others. It is different from situational leadership where 
leaders have to adopt the strategies to the situation. In versatile leadership, the leaders 
have to demonstrate the skills and abilities by appealing to various kinds of people and 
situations broadly. It requires substantial flexibility, maturity, and emotional intelligence 
on the part of the leaders to balance various kinds and aspects of people. It is also 
requires expertise and experience in multiple areas.  
 
Leadership is about managing complexities and diversities. At times, leaders must lose 
something to gain something.  However, versatile leadership helps to maintain and 
retain.  It balances and manages diversified people with varied opinions and views, thus 
keeping the people together. Benjamin Franklin is an apt example of one who displayed 
his versatile leadership by venturing into various facets of life in his lifetime. 
 
Principle-Centered Leadership: Principle-centered leadership is all about leading 
people with values and principles representing the core and centre of leadership. These 
principles help leaders build bridges with their followers in an attempt to achieve the 
desired results.  
 
Stephen R. Covey emphasizes that leaders should be guided and governed by principles. 
They must elevate the way they conduct their personal lives by serving as examples of 
principled living. They should become sources of assistance rather merely supervising. 
Covey’s “Eight Touchstones” of principle-centered leaders are:  
 
1) They Are Continually Learning 
2) They Are Service-Oriented 
3) They Radiate Positive Energy 
4) They Believe In Other People 
5) They Lead Balanced Lives 
6) They See Life As An Adventure 
7) They Are Synergistic 
8) They Exercise For Self-Renewal 
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Thought Leadership:  Thought leadership is the sharing of new ideas and insights for 
the benefit of others.  It calls for creativity and innovation — irrespective of the areas of 
interest.  
 
Thought leadership should not be confused with opinion leadership. Opinion leadership 
believes in expressing only views and opinions. However, thought leadership is beyond 
expressing one’s opinions.  Thought leaders are the people who have authority in a 
specific domain. They have command over the subject and people accept them as 
leaders in their respective fields. They share their ideas and encourage the propagation 
and dissemination of others’ ideas as well. They are the champions of novel ideas and 
insights.   
 
Authentic Leadership: Authentic leadership is the ability to lead from the front with 
values and principles as well as through fairness, trust, and transparency.  This 
leadership not only appears to be authentic at the surface level, but also at the core. 
Truth, honesty, courage, convictions, and humility are the hallmarks of authentic 
leadership. It calls for complete synchronization between words and deeds.  
 
Diversity Leadership: The leaders who successfully lead the diversified team do so by 
recognizing, respecting, and appreciating the cultural, racial, ethnic, gender, and other 
backgrounds at the workplace and by connecting them with a common thread are known 
as diversity leaders. To put it precisely, diversity leadership is the process of setting the 
vision, influencing the people, building teams with diversified workforce, motivating them 
through trust and confidence with a global mindset, and aligning their energies and 
efforts towards organizational goals and objectives.  
 
Flexible Leadership: Flexible leadership is all about being malleable with respect to the 
adoption and analysis of styles, attitudes, and approaches when addressing demanding 
situations. It is all about use of a particular set of strategies, programs, and behaviors.  
Organizations often cannot afford to have different leaders oversee different stages of a 
product’s life cycle. If only one leader supervised a particular area of the product’s life 
cycle, he or she would come to understand the needs at each stage right from 
introduction to decline and would be better equipped to adopt the style as per the 
changing scenario.  Therefore, flexible leadership necessitates donning different hats at 
each stage. 
 
Servant Leadership: Leadership is generally defined as the relationship between 
leaders and followers. Servant leadership, however, portends to the relation between 
leaders and collaborators where leaders behave like servants in order to serve others. 
For instance, doctors, engineers, and teachers are servants. In addition, all professions 
that administer to others sincerely can be called servant professions and the 
professionals who serve others sincerely are known as servant leaders. 
 
Serving the customers is a kind of servant leadership.  Servant leadership should not be 
confused with a free service.  Whatever you do must involve empathy, commitment, 
concern and an attitude to help others.  Firms can benefit a lot if they learn and adopt 
servant leadership.  When all employees have the attitude of servant hood then there 
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will be all-round productivity and performance resulting into organizational excellence 
and effectiveness. 
 
Global Leadership: Global leadership is the ability to unify all forces and factors under 
one platform to achieve universal goals and objectives such as saving the environment, 
maintaining peace and security, and ensuring all-round prosperity for mankind. It calls 
for unique traits and qualities essential to influence the behaviors of others. These 
individuals must be equipped with the competencies, tools, and techniques needed to 
excel as global leaders. Therefore, global leadership can be defined as the ability to 
motivate global enterprises to achieve their organizational goals by managing diversity in 
workplace.   
 
Great Leadership: Great leadership calls for staying focused and remaining 
unperturbed despite external threats. It involves accepting the fact that people are the 
real assets and it helps in uncorking their hidden potential. These leaders play an 
instrumental role in revolutionizing the world. For instance, examples of such notable 
leaders include Alexander the Great, Napoleon Bonaparte, George Washington, and 
Winston Churchill. 
 
Smart Leadership:  Smart leadership requires certain highly-developed, unique 
qualities such as attitude, knowledge, skills, talents, and habits. These leaders display 
entrepreneurial skills, flexibility, adaptability, believe in innovation and creativity, blend 
both soft and hard skills, demonstrate exemplary team-building, governance, 
presentation, cross-cultural, and communication skills, and exude empathy and humility. 
Succinctly, they excel in people skills rather than technical skills.   
 
Quiet Leadership:  David Rock contributed towards the classification of quiet 
leadership.  He explains that the quiet leader’s job is not to think what followers think, 
but to think the way followers think. He suggests several ways to acknowledge the 
“positives” of subordinates: appreciation, validation, recognition, affirmation, 
confirmation, and thanking.  He coined the phrase, “listening for potential,”1 which is 
closely connected with quiet leadership.  
 
Quiet leaders are active and attentive listeners with an intention to unleash the potential 
of people. They are thinkers. They question their followers often and extract the best 
results through empathic listening and coordination. They encourage their people to 
think through the issues and come out with ideas. They stimulate the thought processes 
of their people and stretch the processing skills of their followers in the way Jack Welch2 
used to “stretch goals” in order to produce the best from their followers.  
 
The quiet leadership theory helps in leadership training of employees as it emphasizes 
the development and enhancement of thinking and listening skills. It helps to change 
people rather than to process them. It is basically a brain-based approach that improves 
the performance of individuals. 
                                                 
1
 See, https://www.conferences.uillinois.edu/UserFiles/Servers/Server1630/File/2013UIUCBBusinessConference/TheBrain 
atWork/TheBrainatWork.pdf. 
2
 See, http://www.trainingmag.com/four-types-leaders.  
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Talent Leadership: Research reveals3 that a CEO’s tenure is shrinking from a typical 
period of a decade to between four and five years. In some sectors, CEOs hold an 
average period of two to three years. This amplifies the emerging leadership crisis and 
the need for emphasizing leadership talent and talent leadership.   
 
Talent leadership not only involves training existing leaders in the traditional manner, but 
also invites potential leadership talent to join the organizational pool. It should not be 
confused with a leadership pipeline. It includes various aspects of recruitment, training, 
and development, as well as succession planning and management. 
 
Talent leadership pertains to the process of spotting and recruiting potential talent with 
the right attitude as well as developing and grooming their talents, skills, competencies, 
and capabilities in tune with changing times and technologies. This, in turn, helps to 
ensure a seamless supply of talent and to pass on the leadership baton to successors 
for taking leadership challenges within the corporate world. It includes training, 
grooming, and molding leadership material as per the organizational culture, climate, 
values, and principles. It enhances organizational excellence and effectiveness.  
 
The major constituents of talent leadership include: 
 
 Recruitment;  
 Spotting the leadership material; 
 Training and grooming; 
 Seamless succession planning and management;  
 Leadership pipeline; and  
 Passing on the leadership baton to successors successfully.  
 
Change Leadership: The problem with people is that they assume that whatever goes is 
fine. Many are cynical about change as change involves uncertainty and complexity.  
Even though current circumstances may not be sound, many people still prefer the 
status quo as they think that a known devil is better than an unknown angel. This is 
where change leaders are needed; they help build confidence among people and 
educate them about the merits of embracing the new and shedding what is not good for 
the organization.  Therefore, change leadership refers to the process of effecting change 
successfully by neutralizing the anti-change forces and persuading the people to align 
with furthering the prosperity of both the people and the organization. It calls for allaying 
the apprehensions of the people who have reservations about change and for 
eliminating those who are resistant to change due to their vested interests.   
 
Knowledge Leadership: Knowledge leadership is essential for the successful 
implementation of a knowledge management system. Knowledge leadership existed in 
the past, is present now, and will exist in future.  It provides a new perspective for one 
who has specialized knowledge in a specific domain and also for that individual who 
champions knowledge management.  
 
                                                 
3
 See, http://chiefexecutive.net/what-is-wrong-with-ceo-succession. 
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The leaders who have an extra edge over workers in terms of communicating vision and 
influencing the development of team-building, motivational, and leadership skills 
become the knowledge leaders. These leaders know what really inspires the knowledge 
workers.  Therefore, they can manage and lead them successfully to achieve the goals 
and objectives of their organizations. 
  
Knowledge leaders pave the way for the successful acquisition, creation, generation, 
dissemination, and retention of knowledge for organizational survival and success.  
 
Machiavellian Leadership: Before we define Machiavellian leadership, it is essential to 
know what the doctrine of Machiavellianism is. It is the political doctrine of Italy’s 
Machiavelli, which denies the relevance of morality in political affairs and holds that craft 
and deceit are justified in pursuing and maintaining political power. Machiavellian 
leadership is the process of influencing people to accomplish one’s personal objectives 
rather than collective interests. It is all about achieving success and remaining in power 
by any means and at any cost. 
 
Entrepreneurial Leadership: Entrepreneurial leadership is neither leadership nor 
entrepreneurship alone. It is a blend of both disciplines and taking the best of both 
worlds and disciplines to take an idea forward from inception to reality.  This breed of 
leaders is rarely found.    
 
Entrepreneurial leadership is more of idea generation and implementation unlike 
conventional leadership that focuses on mere influencing, setting direction, pace, and 
motivation. It is all about having a vision, setting goals, influencing people with their 
ideas, building successful teams, motivating them to pursue and stick to the set goals, 
and aligning their energies and efforts for achieving entrepreneurial goals and 
objectives.  It involves treading into unfamiliar areas, product differentiation, uncertainty, 
risk reduction, participative decision-making, and charting unconventional paths in 
entrepreneurial journey. Succinctly, entrepreneurial leaders are experts at spotting 
opportunities, developing strategies, acquiring requisite resources, and implementing 
the plans effectively.   
 
Tough Leadership: When the sailing is smooth any Tom, Dick, and Harry can become a 
hero or a star or a leader. However, when the sailing becomes rough, it calls for real 
leaders who can take on the challenges and changes squarely. This is truly tough 
leadership. In fact, the real leaders emerge when the ship is sailing through the storm to 
take it to the shore smoothly.  
Tough times call for tough leaders who have the guts and vision to handle the crisis.  In 
fact, storms bring out the real stars, heroes, and leaders. Problems are the blessing in 
disguise for those leaders who have significant potential. 
 
Women Leadership: Frances Hesselbein, Indira Gandhi, Sung San Suu Kyi, Mary Kay 
Ash, Sarah Beeny, Indra Nooyi, Hillary Clinton, Wendi Deng, Julia Gillard, Louise Hay, 
Jackie Huggins, Helen Keller, Michelle Obama, Anita Roddick, Martha Stewart, Meg 
Whitman, and Oprah Winfrey are well-known women leaders who have left deep imprints 
and are source of inspiration for future leaders.  
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Historically, women played key roles in leadership positions and the same is gaining 
momentum with an increasingly higher number of women attaining instrumental roles in 
leadership positions in all sectors.  However, the percentage of women leaders is still low 
when compared with male leaders. The reasons are obvious. Gender bias, cultural and 
religious stereotypes, and disparate laws and policies have grossly impeded gender 
equity in positions of leadership. Despite these limitations and constraints, women are 
proving their credentials and capabilities on par with men.   
 
Merely celebrating International Day for Women is devoid of any meaning unless women 
are authentically treated equally and are guaranteed unfettered access to leadership 
opportunities. Equality prevails only in law and in paper. However, women suffer several 
gender disparities by way of promotions or career advancement within the workplace.   
There is a myth that women cannot perform certain roles in military organizations. The 
truth is that they, too, have the same capabilities, determination, and ambition to excel 
of their male counterparts. Finally, women are exemplary in embracing commitment and 
pursuing excellence with flexibility and compromise.  
 
It will take significant efforts to defeat negative stereotypes and cultural 
misrepresentations to pave the way for both genders to succeed. From a strictly human 
perspective, both men and women should be judged by their competencies and 
qualifications and positions assigned purely on merit.  Women must be allowed to 
occupy once male-dominated positions with respect and dignity from their subordinates. 
Men and women should be tested without disparity and each be encouraged to try and 
to test, as well as to fail and fall, and subsequently bounce back from such failures with 
tenacity newfound determination. 
 
Value-Based Leadership:  Value-based leadership attempts to highlight what is right 
and wrong not who is right and wrong. Its emphasis is on means, not ends. For instance, 
Mahatma Gandhi led India’s freedom struggle through non-violence means. Martin 
Luther King, Jr. fought for equality of blacks with whites.  He led the American Civil Rights 
Movement through non-violent activism. Although vilified by many during his life, he is 
still revered globally. Nelson Mandela fought against Apartheid in South Africa and is a 
living legend. Leaders who divide countries based on religion, languages, ethnicity, and 
geography are never appreciated in history. However, the people who fought for equality 
and human dignity have been historically revered and respected globally. 
   
“Truth alone triumphs at the end” is the hallmark of value-based leadership. It is the 
values that count. It is the journey that matters — not the destination. How long one lives 
is not important as is how well one lives. It is not the material but the principles, values, 
and morals that count for these leaders.  
 
When leaders put profits before values and elevate their interests above others, their 
businesses are bound to collapse. Companies such as Enron, Arthur Andersen, and 
Lehman Brothers failed completely due to lack of value-based leadership at the top.  
 
Value-based leadership is the key to survival and success in 21st century. Leading a life 
that is purposeful and meaningful makes life interesting and exciting. Money and 
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material possessions come and go.  What remains at the end of your life are the values, 
morals, and legacy you leave to your future generations.  
 
Norm Smallwood’s Leadership Code Linking 28 Leadership Styles:  When Norm 
Smallwood and Dave and Kate Sweetman interviewed the top global leaders in 
leadership and asked them two questions: 
 
1. How much do we know about what makes an effective leader on a scale of 1-
100? 
2. What are the principles of leadership that are common to any leader regardless 
of industry? 
 
The median score on the first question indicates that we know 60-70% of what there is 
to know about what makes an effective leader. Approximately 30-40% is unique to the 
circumstances of the individual leader. But 60-70% is a lot to know about effective 
leadership because if we can develop these traits, we have the majority of our work 
done. These leadership fundamentals constitute the Leadership Code and are 
comprised of five fundamental rules for effective leadership:  
 
1. Strategist Leaders must have a point of view about the future and bring the 
outside perspective inside the organization. 
2. Executor Leaders must be able to get things done through others. 
3. Talent Manager Leaders must be able to keep people committed and engaged 
while they do their work. 
4. Human Capital Developer Leaders must look to the future and develop key 
people for future roles that may not exist today. 
5. Personal Proficiency Leaders must be strong physically, intellectually, socially, 
emotionally, and spiritually so that they can manage the stresses inherent in 
leadership. 
 
Given these five dimensions of being an effective leader, Norm Smallwood mapped this 
author’s twenty-eight leadership styles:  
 
 
Style Code Dimension 
Autocratic Leadership Personal Proficiency 
Democratic Leadership Personal Proficiency 
Charismatic Leadership Personal Proficiency 
Strategic Leadership Strategist 
Visionary Leadership Strategist 
Empathetic Leadership Personal Proficiency 
Situational Leadership Personal Proficiency 
Potential Leadership Talent Manager 
Innovative Leadership Strategist 
Versatile Leadership Executor 
Principle Centered Leadership Personal Proficiency 
Thought Leadership Personal Proficiency 
Authentic Leadership Personal Proficiency 
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Implications: 64% of this author’s delineated styles relate to one of the five leadership 
fundamentals — Personal Proficiency. There are two explanations for this: either 
Personal Proficiency is overwhelmingly important or leadership writers have focused 
increased attention on this one aspect of leadership. Norm Smallwood presupposes the 
latter explanation.  
 
The next most frequent style described is Talent Manager at 14% of the total. Smallwood 
has endorsed how this author differentiates between Talent Management and Talent 
Leadership. It’s a subtle but important distinction.  
 
The only other dimension 
Norm Smallwood has 
commented on is the Human 
Capital Developer.  The 
author presents 28 styles 
and challenges you to pick 
the style that best suit who 
you are and what you want to 
accomplish as a leader. It will 
be interesting to see how 
these styles change over the 
next ten years.  
 
Build Your Leadership 
Brand: As products have 
branding, corporate leaders 
brand often themselves. This 
is akin to personal branding wherein one brands individually and personally but it is 
professional and emanates from an organizational perspective. Besides, developing 
leaders is different from developing a leadership brand. 
Diversity Leadership Talent Manager 
Flexible Leadership Personal Proficiency 
Servant Leadership Personal Proficiency 
Global Leadership Human Capital Developer 
Great Leadership Personal Proficiency 
Smart Leadership Personal Proficiency 
Quiet Leadership Personal Proficiency 
Talent Leadership Talent Manager 
Change Leadership Executor 
Knowledge Leadership Personal Proficiency 
Machiavellian Leadership Personal Proficiency 
Entrepreneurial Leadership Personal Proficiency 
Tough Leadership Personal Proficiency 
Women Leadership Talent Manager 
Value-Based Leadership Personal Proficiency 
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Leadership branding is all about extricating and highlighting the salient aspects of one’s 
character in order to get noticed for positive reasons. A leadership brand is more than an 
aspiration; it is born from, and is accompanied by, inspiration and passion. If an 
individual becomes proficient and is passionate about a particular area or field of 
concentration, then leadership naturally results. When one pursues and perseveres in a 
chosen field, he or she can build a leadership brand. This process requires substantial 
energy and commitment to craft a cognizable leadership brand. It is an investment, not 
an expense. It adds value to one’s personality profile and bestows a sense of unique 
authority in this chosen field.   
 
Advantages: The advantages of leadership branding are endless. Firstly, it builds 
confidence among the stakeholders such as employees, customers, suppliers, 
shareholders, governmental organizations, and other affected affiliates. It provides a 
sense of satisfaction and security to the concerned constituents and enhances a 
leader’s energy, enthusiasm, and level of commitment. As Scott Talgo4 rightly said, “A 
brand that captures your mind gains behavior. A brand that captures your heart gains 
commitment.” It helps in memory recall and allows others to perceive you easily from a 
specific perspective. Above all, leadership branding enhances the authenticity of the 
organization. 
 
As individuals build their brands, their respective organizations must build their own 
brands. This process facilitates more widespread recognition as a distinct and different 
type of organization. If organizations craft their leadership brands successfully, they will 
secure the best and most desired talent, investors, shareholders, and stakeholders 
thereby reinforcing the organizational brand even further. This author offers the following 
personal branding tips: 
 
 Be passionate in whatever you do. 
 Be a risk-taker and seize the opportunities available to you. 
 Focus on your core competencies and values.   
 Follow the road less traveled. 
 Choose a domain that is promising with bright future.  Align your passion towards 
it and aspire to be a specialist in a particular niche.     
 Become a knowledge leader as that creates a unique leadership brand. 
 Demonstrate your passion, energy, enthusiasm, excitement, and commitment to 
your present and anticipated stakeholders. 
 Always be ethical to differentiate from others. Never compromise your ethics and 
principles as they are the cornerstones of leadership branding. 
 Be in continuous touch with your stakeholders. 
 Share something and make a difference in the lives of others. 
 Reinvent yourself constantly and continuously.  
 Incrementally add value to yourself.  
 Don’t take success for granted. 
 Above all, have humility.   
                                                 
4
 http://www.blackcoffee.com/brand-related/branding-quotes/557. 
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Crafting Your Leadership Brand:  In building a leadership brand, individual leaders must 
learn the necessary ingredients required to craft successful leadership branding. Expertise 
is essential to gain a foothold in leadership branding. Discover and identify your core 
competencies and qualifications and start exploring to build a base for yourself. Over a 
period of time, you will be recognized and branded as a leader in that domain.   
 
This process is not easy, however, and requires continuous learning, application, and the 
sharing of knowledge related to your domain. There are branding consultants who are 
available to help promote your leadership branding and the often de minimus expense 
may surprisingly translate into unexpected rewards.   
 
There are various breeds in leadership such as thought leadership, innovative leadership, 
visionary leadership, entrepreneurial leadership, versatile leadership, strategic leadership, 
and servant leadership. Branding one’s leadership based on one or more of these 
classifications may help to provide the organizational differentiation coveted. For instance, 
when a specific leadership style is contemplated, a particular person typically comes to 
mind. This is a consequence of championing a particular style of leadership. We recall 
Robert K. Greenleaf when servant leadership is discussed and examined. Additionally, 
many think of Kenneth Blanchard for situational leadership, Daniel Goleman for primal 
leadership, Rob Goffee for authentic leadership, Jim Collins for “level 5 leadership,” 
Warren G. Bennis for transformative leadership, Stephen R. Covey for principle-centered 
leadership, David Rock for quiet leadership, Graham Winter for high-performance 
leadership, and Herb Baum for transparent leadership. Ostensibly, the mere mention of 
innovative leadership conjures up Apple Computer and Steve Jobs. That is how they built 
their brand. Apple created new products and services like iPods, Macs, and the iPhone as 
it followed the road less traveled. Similarly, GE branded successfully under the leadership 
of Jack Welch. 
 
To craft one’s own leadership brand, set SMART goals that are specific, measurable, 
achievable, realistic, and trackable. Employ self-discipline and integrity and additionally 
share something meaningful with the world. Love and serve people. Regularly contribute 
your time, talent, and or possessions and take stock at the end of the day before you go to 
bed as to what contributions and differences you have made to and in the world that day. 
Execute activities related to your area of specialization regularly to be accepted and 
acknowledged as an authority in your field of interest. For instance, there are leaders who 
have been branded as “turnaround heroes” as they have crafted their brands in an 
expeditious and highly effective manner. It was possible for them to achieve this stature 
through their unwavering and sustained energies and efforts. 
 
Investment in building leadership brand is essential for individuals and institutions. The 
current crisis in the global financial market is an indication of failure in leadership at the 
top. If companies and people fail to prosper, it is probably because they failed to brand 
themselves. To avoid this, one must create his or her own vision and mission that is 
unique and distinguishable. There should not be any conflict between individual branding 
and institutional branding; both must be synchronized successfully.  
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A leadership brand must reveal something special that others cannot offer or deliver. It 
takes its own time and is the evolution of an ordinary person into a leader who then 
developing his or her own leadership branding. Distinction is only achievable through the 
right leadership branding. Oprah Winfrey, for example, has successfully built her own 
unique brand. Similarly, one can develop a unique leadership brand. In summary, your 
brand value is your identity and the reflection of your authenticity. Create and build your 
brand through credible strategies and ensure that you commit throughout your life to live 
like a legend, leaving a legacy for others. 
 
Conclusion 
 
After having analyzed various leadership types and learned the techniques of building 
leadership brand, it is time to reinvent and adopt a new leadership style that helps to face 
key global challenges currently. Therefore, there is need for direction that can be called 
21st century leadership wherein leaders are expected to have unique qualities. Those traits 
include: character, commitment, compassion, communication, servant attitude, setting 
example, influential, thinking innovatively, soft and hard skill competencies, visionary, 
cultural competency with a global mindset, radiating energy and enthusiasm, risk-taking, 
appreciating similarities but not differences, empathizing with others, being passionate, 
optimistic, and confident, demonstrating flexibility and adaptability to various challenges 
arising out of changing times and technologies, grooming others as leaders, and above all, 
channeling passion to make real change for others. These are the touchstones of the 
world’s 21st century leaders.   
 
Gone are the days where leaders think that they derive authority from hierarchical 
positions.  These days, people look to leaders who demonstrate personal power rather 
than positional power. 21st century leaders must take that aspect seriously and mould 
themselves accordingly in order to excel as effective leaders.  
 
The current century calls for leaders, not bosses.  It calls for leaders with managerial skills 
and abilities who may be called managerial leaders. It calls for leaders who can don 
multiple hats as per the situation with flexibility. 21st century leadership is not “old wine in 
a new bottle,” but leadership that weds the best and sheds the worst.  It calls for leaders 
who are authentic and who can walk their talk.  It calls for leaders who have a deep sense 
of purpose and commitment and who stand by their convictions and values.  And above 
all, it calls for leaders who lead by example to make a difference in the lives of others.  
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